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I INTRODUCTION 
A. The P roblem 
1 
The purpose of a job evaluation program in any 
company is to establish just rates of pay for the various 
jobs within the company thereby setting off the relative 
worth of one job to another. Development of a program to 
establish this has been a slow, tedious process and it is 
still flexible and undergoing constant changes. 
There are four basic modes of job evaluation and 
these are the ranking method, grading method, factor com~ 
pari son method, and point method, There is little agreement 
on which system best accomplishes its objective though the 
point method is most prevalent. Regardless of the plan used, 
job descriptions must be prepared after which the jobs are 
evaluated by a committee according to the chosen plan. In 
most cases the installing company goes beyond the evaluation 
process and relates the evaluat.ion to the wage scale by utiliz-
ing a labor market survey. By so doing the relationship be-
tween the evaluated jobs and their monetary return is es-
tablished. 
Generally, management is of the opinion that a success-
fully operated job evaluation program does succeed in establish-
ing the proper differentials for all the jobs in a plant, and 
moreover, that it brings these jobs into the proper relationship 
with one another. By accomplishing this as well as acting as 
a basis for other management techniques, it is considered 
2 
~s a distinct advance in the field of scientific management. 
While management looks to job evaluation as a most 
desirable achievement, most national labor unions take an 
opposing stand. Labor leaders feel that it will be used to 
replace the process of collective bargaining in determining 
the wage structure. Local labor union officials have varied 
opinions, some extolling job evaluation and others vehement 
in its denunciation. Adding to further complexity of the 
situation, there is no uniformity of opinion as to why they 
either like or dislike job evaluation. Both local and nation-
al union officials have made certain criticisms of specific 
items involved in job evaluation such as the misleading as-
pacts of point systems and the subjective method of assigning 
pointe to various intangibles as skill and effort. However, 
many of these specific criticisms appear to arise because 
labor has no voice in the installation of the job evaluation 
program. 
B. Importance 
If management and labor do not agree on a mutually 
acceptable plan of job evaluation, its installation will do 
much more harm than good. There will be little harmony be-
tween the two forces and job evaluation will fail dismally. 
Instead of decreasing grievances, management will be faced 
with a greater labor problem than existed before a system of 
job evaluation was installed. 
C. Studies Made 
Job Evaluation is an area where much research has 
3 
already been done and where much more remains to be achieved. 
It is an area of constant search and new theories. The field 
of job evaluation, like most areas of management, is a dynamic 
one and there exists no rigid rules of protocol. It is a rel-
atively new idea and is now in the developmental stage. As 
such, it is the subject of many authors and investigators and 
is constantly brought before the eyes of businessmen through 
books and various trade journals. 
1. Eugene J. Benge. 
Among the foremost proponents of job evaluation, 
E. J. Benge rates high. In 1928 he first introduced his con-
cept of the Factor Comparison Method of job evaluation. 
Since this time, he has authored many books and articles on 
job evaluation and has made a lasting contribution to the 
field. 
2. D. w. Weed 
The late D. W. Weed developed a point system plan 
while at General Electric which bears his name to the present 
day. The point method of job evaluation is now the most 
widely used system of job evaluation plans and the Weed Flan 
is but one variation of the point system. 
3. Boris Shiskin 
To mention a labor figure who has written much on 
4 
the topic one does not have to do much research to discover 
many authors. Boris Shiskin is one of the foremost who has 
carried the union viewpoint in analyzing job evaluation and 
its impact on unions and the worker. 
Many more can be mentioned in connection with job 
evaluation but a representative few will suffice to indicate 
the scope of coverage of the subject. 
D. Furpose of This Paper 
The author has studied job evaluation from a criti-
cal and searching viewpoint. Why does job evaluation work 
well in some companies~ Why does it fail in others~ What do 
successful plans seem to have in common? The object of this 
manuscript is to delimit trouble areas ih the various aspects 
of job evaluation and also to find what constructive steps can 
be taken to improve the acceptance of plans on the part of 
labor. 
Too much has been written in criticism of job evalua-
tion and too little in advocation of ways of making it more 
salable to organized labor. 
It is quite common, for example, to read comments to 
the effect that the factor comparison plan is weak because it 
cannot easily be explained to labor or that the point method 
is not good since it relies too much on human judgement. Too 
often, presumed authorities on the matter rest their case at 
this point. Where they leave off this thesis begins. If the 
factor comparison plan is weak because it is complicated, what 
5 
can be done to make it more workable~ If the point method is 
condemned because of too much reliance on human judgement, 
what can be done to defend it? Thus, this paper attempts to 
find what factors contribute most to successful job evaluation 
and how the company can best apply these factors to working 
out a successful system. 
Current reading by leading authors on the subject will 
be studied. Actual plans now in force will be analyzed. Fin-
ally to temper theory with practice, visits will be made to 
the Adams Machine Company of Worcester, Massachusetts and the 
Worcester County Trust Company, also of Worcester. 
Their job evaluation systems will be described in 
some detail. Other Massachusetts companies will also be visit-
ed and any worthwhile comments or contributions will be noted. 
By such study, the components making for success-
ful job evaluation should be brought out more clearly. 
II DEVELOPMENT OF JOB EVALUATION 
A. Approach to the Subject 
6 
Before discussing the attitude of the various un-
ions and union leaders to the comparatively new management 
technique of job evaluation, a brief treatment of the prin-
ciples involved and the methods employed will be presented. 
This elementary treatment of the subject is necessary be-
cause many of the comments and opinions of the people in the 
job evaluation field have been on specific items which are 
encountered in the systems themselves or their installation, 
as contrasted with the general aims and results of a job 
evaluation program. 
In order to allow this explanation of job evalua-
tion principles to be a scholarly and unbiased presentation, 
it was written prior to the reading of any specific material 
on either the union or the management attitude on the sub-
ject. By so proceeding, the material on job evaluation 
principles is presented so as not to give any special em-
phasis to items which are highly controversial and will be 
dwelt upon in the later discussion. The weight given in the 
discussion of the various points is therefore dependent on im-
portance to the job evaluation system and is not influenced by 
the attitude of' ei t her management or labor. 
B. Definition of Job Evaluation 
Job Evaluation has been defined as "the finding out 
exactly what each job is worth and to measure its true value 
7 
* in relation to all other jobs". Usually it is applied to 
only the non-clerical wage earners who are paid either by 
the hour or are in some way dependent upon their physical pro-
duction for remuneration. This generally means the workers 
in the factory are possibly involved in the maintenance of 
plant and equipment. However this is not to be taken as an 
absolute situation since there are job evaluation programs in 
use at the present time which have been designed to include 
clerical personnel and also lower scale supervisory employees. 
c. Purpose of Job Evaluation 
1. Primary 
The primary purposes of a job evaluation program 
have been stated as follows:** 
a. " To establish a general wage level for a given plant 
which will have a parity, or an otherwise desired 
relationship, with those of neighbor plants, and 
hence with the average level of the locality. 
b. To establish correct differentials for all jobs with-
in a given plant. 
c. To bring new jobs into their proper relativity with 
jobs previously established. 
d. To accomplish the roregoing by means of facts and 
principles which can readily be explained to, and 
accepted by all concerned." 
2. Secondary 
In order to inaugurate a job evaluation system in a 
plant and have this system accomplish the desired objectives 
i'-6 ,. , p .1. 
** lO,p.7. 
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stated, certain steps have to be taken, Many of these steps, 
complete in themselves or with slight addition, prove to be 
useful management tools in other phases of the personnel pro-
gram in effect in the plant. These other uses of a job eval-
uation program may be deemed secondary purposes. These secon-
dary purposes may well be indicated by the following outline 
of a job evaluation program:* 
* 
a. "To determine qualities necessary for a job when 
hiring new employees. 
b. To determine qualities necessary for a job when 
making promotions. 
c. To determine if the system of advancement in a part-
icular plant is from the job of lowest order toward 
the job of highest order. 
d. To determine qualities necessary when bringing back 
men who have been laid off or have been. on leave. 
During the interval, there may have been changes in 
the job content. 
e. To support explanations to employees as to why a 
particular man would not be suitable for a given 
opening. 
f. To determine if men now occupying various jobs have 
qualifications require.d by the specifications. 
g. To determine if all men are placed to best advantage 
in respective jobs available and also to guide the 
revamping of jobs for skill conservation. 
h. To analyze hourly rates and to determine if they are 
in line with the rating given. 
i. To compare periodically wage rates with those for 
similar occupations at other local plants. 
j. To point out where greatest opportunities lie for de-
velopment of automatic equipment and improvement of 
30, p.48. 
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workin g condit i ons, removal of hazards, etc. 
k . To train new supervisors. Specifications outlining 
duties of each man are useful in starting a new fore-
man on the job. 
1. To facilitate explanations to an employee of the 
fact that any improvements in working conditions 
theoretically should mean a reduct i on in his wage 
rate. ' 
A program that is capable of accomplishing all of 
the desired objectives of job evaluation has not been develop-
ed hurriedly but rather it has been a slow, gradual transition 
from the idea stage to the actual operating plan. Job evalua-
tion has not been the result of the work of any one man or a 
particular group of men, but it has been the combined con-
t r ibutions of the ideas of numerous individuals. The con-
stant testing and re-testing of these plans under actual oper-
ating conditions have given management the job evaluation pro-
grams that are being used today. 
D. History of Job Evaluation 
The beginnings of modern job evaluation trace back 
to the early Civil Service reformers who endeavored to have 
Civil Service jobs classified.* They finally succeeded in 
1909 and today all Civil Service jobs are classified and eval-
uated. By classifying a job, it is studied and its contents 
are noted and analyzed. However the term " job classification" 
carries with it the connotation that after it is classified 
nothing more is done; that is, no relationship is made 
* 10, pp. 10-13. 
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between the classification and the monetary return to the 
worker. The term "evaluation'' however implies the relation-
ship to the wage question. 
During the first World War industrial concerns be-
gan to study jobs, write descriptions of them, and then rate 
them relatively to each other. This initial work did not pro-
gress too well until about 1924 when the first comprehensive 
plan was evolved. Other plans were then developed and the 
subject became of age. When unions intensified their activ-
ity after the National Labor Relations Act in 1935, management 
turned to job studies to defend their base wage rates at the 
bargaining table. The manufacturers' trade associations be-
gan developing their job evaluation systems about this time. 
The advent of World War II demanded that many new 
employees be hired and companies with job evaluation programs 
found that they could expand rapidly and still keep the wage 
rates involved in these new positions in correct relation-
ship with the existing rates established in the plant. A 
better selection of workers could be obtai ned and placed on 
the right job when the employers had a detailed explanation 
of the duties of each job in the company. 
The development of job evaluation as a distinct 
management tool may then be said to have been divided into 
three phases.* The first phase, which ended in 1938-1939, 
*47 
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was the period in which the refinements of the techniques of 
job analysis, an intensive direct method for obtaining facts 
about jobs, were developed. The second phase, about 1939-1943, 
has been a period of refinements of the various systems in use 
and the literature of the period on job evaluation has been 
of the case method variety. The final phase, from 1943 to 
the present, has been characterized by literature evaluating 
job evaluation as it has been utilized, and also critical 
literature concerning various aspects of the subject. At 
present job evaluation techniques are being altered to answer 
some of the just criticisms. 
The government also helped to establish job eval-
uation during the war by desiring occupational information. 
The Selective Service System needed definite, specific in-
formation concerning the duties involved in each particular 
registrant's civilian position. The War Labor Board Wage 
Stabilization policy approved job evaluation as one of the 
means of justifying and obtaining approval for a wage in-
crease. To eliminate inequities, the War Manpower Commission 
had all jobs classified under the government coding system and 
as this classification system was used by the United States 
Employment Service, industry found it very beneficial for them 
to also classify their jobs so as to be able to use the gov-
ernment service being offered to them. The Manning tables 
used by the government to determine each industry's manpower 
needs also forced employers to consider the analysis and 
12 
classification of the various positions in their plants. 
Thus job analysis and job classification were prac-
tically forced upon industry and it was an easy step for in-
dustry to carry this job analysis and job classification 
through a few more steps and the resultant was a job evalua-
tion program for the particular plant. 
E. The Significance of Merit Rating 
Before proceeding with a description of job eval-
uation principles and methods, distinctions between it and 
other tools of modern management will be made in order to 
clarify the position of job evaluation in the overall manage-
ment program. 
Job evaluation is a separate technique from merit 
rating and from motion and time study. It is distinguished from 
merit rating in that job evaluation studies the job itself, 
there being no consideration given to the person holding the 
job. Merit rating has been defined as a systematic evaluation 
of an employee by his supervisor or by some other qualified 
person who is very familiar with the employee's performance on 
the job.* That is, in job evaluation only the job is studied 
and absolutely no consideration is given to the man occupying 
the job other than the requirements that he must have in order 
to fill the job. This is contrasted to merit rating in which 
no consideration is given to the job itself but the man 
* 16, p.320. 
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occupying the job is evaluated as to certain character-
istics such as initiative, dependability, quality of work, 
and other i terns of' this nature. Because of this fundamental 
distinction between the two, they can be used either aeparate-
ly or combined to supplement one another. The use of both 
evaluation and merit rating to supplement one another is ill-
ustrated in the following example. 
In any job evaluation program in a factory the ob-
ject of the program is to get the jobs rated in comparison to 
one another and then apply this rating to a pay scale to give 
the proper relationship between job requirements and pay. Re-
ferring to chart 1 on page 15 the hourly rate of pay is plott-
ed as the ordinate and the job value as the abcissa. This 
job value is determined from job evaluation and will be ex-
plained in the next chapter as will the determination of line 
BE. This line BE is the functional relationship between the 
job value as determined from job evaluation and the wages 
that should be paid for the jobs. For instance a job that 
has been evaluated to have a job value of OG units should be 
paid OK wages. All the other wages of the various jobs would 
also be determined in this way and the proper relationship 
would be maintained between the evaluated job worth and the 
wages paid on the job. Up to this point only job evaluation 
principles have entered into the example. 
Now considering merit rating, it is realized that of 
the many men on job G, some undoubtedly deserve more pay than 
14 
others because of seniority, low absentee record, etc. There-
fore, management, wanting to reward some of the better men for 
their records, establishes a range of payment for job G. This 
range of payment is often set at ! 10%, although many manage-
ment men feel that a larger range is more desirable. 
In chart I on page 15 the -10% line is CF and the 
•10% line is AD. Job G then may be said to have a wage range 
of JL, these points being determined by the job itself. Now 
whether wage OL, OK, or OJ or any point between them is to be 
paid to the worker is dependent on the merit rating of the em-
ployee. In other words, job evaluation determines the max-
imum and minimum but the employee determines his own position 
between the two as a result of his merit rating. Thus merit 
rating and job evalua·tion are a useful tool for management and 
can be used to supplement one another. 
Job evaluation can also be applied when motion and 
time study are used by the employer and the pay is on an in-
centive system. Motion study is the study of movements, 
whether of machine or operator for the purpose ot eliminating 
useless motions and standardizing methods, and time study is 
the act of observing and recording the time required to do each 
* detailed element of an operation. In applying these tools of 
management a motion study would be first made to simplify the 
job as much as possible and also to standardize the procedure. 
* 8, p.224. 
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Then the job would be evaluated and basic rates determined and 
established for it in relation to all other jobs in the plant. 
There is no difference in the job evaluation process because 
of the presence of the incentive system. The job evaluation 
would aid in determing the base rate for the job and a time 
study would determine the normal production on this job that 
should be put forth to equal the base rate. For anything over 
and above this output, the worker would be on an incentive 
wage system which is equalized with all the other workers' 
incentive wages since they are all dependent on the properly 
evaluated base rates. Therefore a job evaluation program 
aids in the installation of an incentive system and succeeds 
in getting all the jobs in their proper relationship. Never-
theless the value of the system still does depend primarily on 
the accuracy of the time studies. 
17 
III RANKING METHOD 
A. Steps in Formulating a Plan 
Since job evaluation is st i ll in the primary stages 
of development, the men in the forefront of the field are not 
in complete agreement on all phases of the work, and so, in 
proceeding to investigate the setting up of' a plan, the most 
widely accepted principles will be presented. 
The main steps in laying out a complete job evalua-
tion plan are:* 
1. Determine the type of plan wanted. 
2. Prepare job descriptions. 
3. Install the job evaluation plan. 
4. Make a labor-market wage survey. 
5. Determine wage scales. 
B. T¥pes of Plans 
There are four basic types of job evaluation plans 
and these are: 
1. Ranking. 
2. Grading. 
3. Factor Comparison. 
4. Point Method. 
G. Ranking Method 
1. How it Works 
This method requires that an individual or prefer-
ably a committee rank all jobs according to relative value. 
*14, pp. 6-7. 
-TABLE I 
Key Job Ranking Table 
Consult- Union Union 
Job Title ant Member l·fember 
Assembler. Bench g g . 7 
Automatic Screw Mach. Man 3 3 2 
Crane Men 4 4 5 
Drill-Press Operator 6 ]_ 6 
Electrician A 2 2 3 
Helner ]_ 6 g 
Janitor 10 10 9_ 
Laborer 9 9 10 
Plater s 5 4 
Tool and Die Maker 1 1 1 
I ) 
-
- ----------- - ··- - - · -
Mg 1 t Mg 1 t Av 1g Rate l\1ember Member Rank 
6 6 7.0 1.21:) 
4 3_ ] _.o 1 .. 41:3 
3 2 3.6 1.40 
g 7 6 .. 8 
1 '' 
2 4 2_.6 1_.4g 
7 g 7. 2 I 1 10 
9 9 g 4 1 02 
10 10 9 .. 6 1 00 
!:) !:) 4 g 1 "37 
1 1 la O 1.6~ 
*W.&-o-Jw 
Chai rman, Ra.nking Committee 
November 10, 1954 
i 
I 
I 
I 
I 
I 
! 
I 
I 
I 
I 
I 
I 
I 
I 
I 
t-J 
00. 
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TABLE II 
I Final Key Job Ranking Table 
I 
- I 
No. Job Title Rate 
) 
l 1. Tool and Die Maker ·1.6S I 
I 
~ectrlclan A 1.4s 
3. Automatic Screw Machine Man 1.45 
4. Crane Man 1.4o 
5. Plater 1.37 
6. Drill - Press Operator 1.33 
_, 
7. Assembler, Bench 1.25 
s. Helper 1.10 
9. Janitor 1.02 
10. Laborer 1.00 
~-l0~ 
Chair an, Ranking Committee 
November 16 1 1954 
I 
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The initial step here is the selection of key jobs in proper 
!:>rder . They are arranged and ranked accoraiDg to ~nEl r•e.L-
a tive difficulty and responsibility inherent in each par-
ticular job. A committe e is usually used for ranking in order 
to eliminate any personal bias and to obtain a broader outlook. 
The individuals on the committee can rank the jobs independ-
ently and then have an average taKen or the committee might 
elect to work as a group and openly discuss each job deciding 
as a unit upon the job's rank. At any rate, after the key 
jobs are ranked the remaining jobs are placed on the scale by 
interpolation according to their relative value as compared 
to the various key jobs. It may be readily seen that the 
ranking system is very simple because it merely necessitates 
arranging the job descriptions in sequence. Table I shows a 
typical form employed by committee members in ranking jobs. 
Table II shows the final job rankings as they would appear 
in final form. 
2. Merits 
The merits of the ranking method may best be summed 
* up as follows: 
* 
a. It is the simplest of all procedures and therefore 
takes little time or paper work; direct cost of the 
application is negligible. 
b. This procedure eliminates personalities and thereby 
10, p.34. 
21 
is superior to old-fashioned rate setting. 
c. If checked with outside standard job descriptions, it 
can give a practical but rough job classification. 
If that is the main objective, this is the quickest 
way to establish it. 
d. It is a practical method, although crude, and avoids 
any hypocrisy of seeming to be scientific. 
3. Limitations 
* 
The major limitations of this system * an: 
a. In order for the ranking method of job evaluation to 
be effective, all the judges must be thoroughly fam-
iliar with all of the jobs in the organization. In 
organizations of any size, it becomes an extremely 
difficult task to find enough well-qualified judges 
to rank or grade all jobs adequately. 
b. This method is particularly vulnerable to the danger 
of unconscious bias in that, if known to the judges, 
the rates or salaries currently paid for the jobs 
are likely to influence the results. As a conse-
quence of such knowledge, the rankings tend to degen-
erate into mere reflection of the existing rate of 
salary structure. 
c. Ranking does not provide for definite concrete stand-
ards or criteria in terms of which ~he jobs should be 
14, pp. 57-59. 
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judged. Thus, one judge may evaluate some or all the 
jobs primarily in the light of the responsibilities 
involved, another in the light of education or ex-
perience, and the like. Even where several judges 
are using the same criteria, there is no assurance 
that the criteria have the same meaning for all. 
d. Ranking suffers from the limitation that there are no 
recordable intervening steps between the initial con-
dition of unranked jobs and the final rankings or 
grades. As a result, no substantiating record ex-
ists to justify to a critic the placement of the jobs 
in relation to one another. 
e. There is no assurance in the case of ranking evalua-
tions that the intervals between the jobs are at all 
comparable. Thus, two jobs that are ranked side by 
side may actually be much closer to one another in 
worth than to the jobs on either side of them with-
out this fact becoming apparent. 
f. This technique becomes increasingly more di ff icult 
and loses effectiveness rapidly as the number of jobs 
and the complexity of the organization increase. This 
is due largely to the fact that such a set of con-
ditions makes it much more difficul~ for the judges 
to discover a common ground for comparison. 
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IV GRADING METHOD 
A. Method of Operation 
The grading method is but a more advanced form of 
the rankin g method. As in the ranking method, the usual pro-
cedure is to set up a committee to do the grading. The com-
mittee first decides on the basic classifications under which 
the jobs will be placed such as unskilled laborer, s k illed 
laborer, craftsman, administrative, etc. There is no uniform-
ity of opinion as to how many classifications should be em-
ployed. ·rne fact that American Rolling Mill Company uses 
eighteen classificat i ons while the West i nghouse Electri c 
Corporation divides its jobs into seven classifications is 
only one example of the l a ck of uniformity between similar 
* sized compa n ies. 
1. Typical Classifications 
A hypothetical set of classifications for a wood 
screw machine shop might read as follows: 
Class I 
Jobs includ ed in Class I are very simple. None re-
quires over one month of experience and the majo ri ty can be 
learned satisfactorily in one week. Light laboring jobs such 
as janitor or sweeper and other unskilled jobs are in this 
class. Many jobs having to do with pa cking the product come 
in this category. Often the most di f ficult part of the job is 
41-25, p. 111. 
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that the worker must be on his feet nearly all of the time. 
Class 2 
This class includes more jobs and more employees than 
any other. Most of these are concentrated on the numerous 
semi-automatic machine feeding, sorting and inspecting jobs. 
Most of the laboring jobs in the plant also fall within this 
bracket. Helpers and service men as well as learners on mach-
ine jobs are for the most part included here too. So also are 
operators of relatively simple equipmen ·~. As a rule the ex-
perience requirements for jobs in Class 2 run between one week 
and three months. Responsibilities on these jobs are usually 
very small although thej often rate high on effort. 
Class 3 
Almost as many jobs are included in Class 3 as in 
Class 2. Operators of machines of medium difficulty are in-
cluded here. Inspection jobs involving responsibility and 
discretion are in this class. Most of the jobs involving 
learning or helping to set up and operate complex machines are 
Class 3 jobs, as are some maintenance jobs of semi-skilled 
variety. This class definitely is one covering semi-skilled 
jobs. 
Class 4 
The setting up and operating of most of the plant 
machines are included in this class. Class 4 also covers 
many maintenance jobs and a variety of individual jobs in-
volving considerable skill. Few of these jobs can be learned 
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in less than one year and most require from one to three years 
of experience. Responsibilities on these jobs are usually sub-
stantial. 
Class 5 
Jobs in this class are all of a high degree of skill 
and as a rule take up to five years to learn. Most of them 
also involve substantial responsibilities for products and 
materials and frequently considerable responsibility for the 
work of others. · Skilled maintenance jobs, setting up complex 
machines, and some floorman's jobs are included. These latter 
jobs include certain minor supervisory activities. 
Class 6 
Only jobs requiring a high degree of skill are in 
this class. Most of the small number of jobs included are 
floormen. On all of these, both the experience and responsi-
bility demands of the jobs are high. The most highly skilled 
maintenance department jobs are also in Class 6, as are sever-
al machinist, toolmaker, and diemaker jobs. As a general rule, 
from five to eight years of experience is required on these 
jobs. An ability to work independently with only a small 
amount of supervision is characteristic of most of these jobs. 
Class 7 
This class covers jobs similar to those in Class 6 
except that these are a little more exacting. There are only 
three jobs in this class. These are the Patternmaker, Tool-
maker, Grade B, and the most difficult Floorman's job in the 
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plant. Eight to ten years of experience is required. 
Class 8 
Jobs in this class are the most difficult and re-
quire the most skill of any jobs in the plant. The men on 
these jobs are expected to be able to plan and carry ou·t their 
work with little supervision. Only the top toolmaker and mach-
inist jobs merit inclusion in this bracket, and these rank here 
largely because the men on this work must almost be machine de-
signers to carry out their work. Much of the equipment in the 
plant is especially built, or is very old, and parts must be 
designed and made by these men. These jobs, calling for from 
eight to ten years of experience, are the top jobs in the plant. 
Class 9 
These are highly responsible positions involving a 
considerable amount of experience and training, both general 
and specific. Usually these workers are responsible for a 
group of operations of the company. Included are some jobs of 
more authority and responsibility than similar jobs in Class 8. 
2. Committee Functions 
After these classifications are decided upon, the 
committee fits the job descriptions into each classification. 
The committee then grades each job within the separate class-
ifications. As can readily be seen, this grading system is 
really a ranking system applied twice since the jobs are act-
ually given a ranking when they are put into classifications 
and they are then given a second ranking within each separate 
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classification. 
Instructions to a member of the job classification 
committee might read as follows: 
The Job Classificati on Committee has been establish-
ed to make recommendations on the specific grade or class to 
wt1ich jobs should be assigned. 
It is important that each member of the Committee 
study the j ob descriptions ca refully and develop his own class-
ification or grading of these jobs before the Committee meets. 
Diff erences in classi f ication made by various members will be 
ironed out in the meetin gs. 
As a member of the Committee it is important that 
you perform the followin g operations before the next meeting: 
a. Read the job descriptions. 
b. Group them into appropriate grades or 
classes. This step can be made as follows: 
1. Read one job description carefully. 
2. Read another job description carefully 
and then make a decision as to whether 
the second job should be put in the same 
classification as the first one or should 
be placed in a higher or lower class-
ification. 
3. Read a third job descrip tion and decide 
how this job compares with the first 
two jobs classified. 
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4. Repeat this operation until all other 
jobs have been classified. 
You may have arranged the jobs in rank order or you 
may have decided that several jobs are o1' the same rank order. 
Notice that it is the job or job description that is classi-
fied - not the man on the job. 
In ranking these jobs it may be of value to pay part-
icular attention to the general difficulty of the job. In 
measuring this you can consider such factors as: a ) length of 
training or experience required for the job, b) the number and 
variety of duties performed, and c) responsibility of the job 
as me~sured in terms of effect on cost, supervision of others, 
and safety of others. In appraising responsibility for super-
v i sion it may be desirable to consider the number of people 
supervised, the number of functions supervised, and the diffi-
culty or importance of work supervised. 
Be prepared to bring to the Committee meeting a summary 
of your recommendations. This summary should indicate the names 
of jobs assigned to each of the classes you were able to dis-
tinguish. It is probable that the minimum class can readily be 
discovered at present whereas the top class may n o t become 
a pparen t for some time. 
At the meet i n g of the Committee the ratings or class-
ifications given by each member will be summarized and tabulat-
ed in order that ''~e may readily see how much uniformity of 
opinion exists. In your classi f ication you may bear in mind 
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the possibility of having a minimum number of classifications 
with a substantial range in rates. 
B. Merits 
Since the grading method is very similar in opera-
tion to the ranking method, the merits and limitations of each 
are quite similar. * The advantages are: 
1. It is one of the simplest of all procedures and therefore 
takes little time or paper work; direct cost of the appli-
cation is almost insignificant. 
2. It does much to eliminate personalities and thereby is 
superior to old-fashioned rate setting. 
3. If checked with outside standard job descriptions, it can 
give a practical but rough job classification. If that is 
the primary objective, this is the fastest way to estab-
lish it. 
4. It is practical although somewhat crude and avoids any 
hypocrisy of seeming to be scientific. 
5. Some unions prefer it because it leaves more room for bar-
gaining. 
c. Limitations 
** The major llmi tations of grading are: 
1. No one committee member is likely to be familiar wi~h all 
the jobs. 
2. Appraising each job as a whole does not allow any analysis 
* lO, p. 34. 
nlO, Po 34. 
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and therefore cannot be expected to give accurate measures 
o:f worth. 
3. The ranking is likely to be influenced by the magnitude of 
existing rates. 
4. Equal differentials are sometimes assumed between adjacent 
ranks and such an assumption is frequently incorrect. 
5. Very liberal range limits must be provided to correct bad 
guesses. 
V FACTOR COMPARISON METHOD 
A. Operating Features 
l. Fundamen "~Jals of Plan 
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To overcome many of the limitations of the ranking 
and grading methods, the factor comparison system of job eval-
uation was developed. This plan is often referred to as the 
Benge plan after one of the developers of the method. A 
committee is usually used in this plan as in the plans previous-
ly discussed. The committee generally selects ten to twenty 
key jobs which cover the pay range of the entire set of jobs 
to be evaluated. The next step of the committee is to deter-
mine the factors upon which the jobs are to be rated; the most 
used plans rate the jobs on mental requirements, skill require-
menta, physical requirements, responsibility, and working con-
di tiona. 
2. A Typical System 
To aid in the explanation of this factor comparison 
. * method, a typical installation will be shown. The committee 
after some deliberation decides that the following ten jobs are 
to be considered key jobs and that their present rates of pay 
are correct. These key jobs and their pay scale per hour are: 
* 47, pp. 68-69. 
:Patternmaker 
lotlachinist 
Substation Operator 
$1.84 
1.76 
1.64 
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:Pipefitter $1.36 
Painter 1.20 
Foleman 1.04 
Drill press Operator 1.00 
Rammer .96 
Carpenter's Helper .92 
Laborer .84 
The actual evaluation begins by having the committee 
rank these jobs considering only the mental requirements for 
the job. From hi ghest to lowest this ranking may show that 
patternmaker ranks highest in mental requirements, followed by 
substation operator, machinist, pipe fitter, painter, drill 
press operator, carpenter's helper, poleman, laborer, and 
rammer. These key jobs are then ranked on skill requirements, 
physical requirements, responsibility, and finally on working 
condi t.ions. 
When the committee has ranked these key jobs five 
times, that is for each of the five factors, the results would 
be as shown in Table III. 
The next ste p is t.o consider these key jobs in re-
lation to their existing, agreed upon, wages. This is done by 
listing the jobs vertically, ranking from highest to lowest in 
pay, and listing the five factors horizontally upon which the 
jobs are being examined. The committee then must break down 
the hourly rate into a certain amount for each factor. For 
example the committee determines that the $1.84 per hour being 
-k Mental 
1 Patternmaker 
2 Substation 0 • 
Machinist 
4 Pioe f1 tter 
Painter 
6 Drill-Press Oo 
Caroenter 1 e Hel 
> 
~- --~ - ---· --·-
-
TABLE III 
Final ,Job Re.nkings by Factor 
~vorking 
. Skill Physical Responsibility Conditions 
- ------·-
I 
Patternmaker Rammer Substation Op. I Rammer I I 
' I 
Machinist Poleman Patternmaker Poleman I 
Substation 0 • Laborer 1-fachinist Le.borer 
Pi e fitter Pioe fitter Pi e fitter Pi e fitter 
Painter Machinist Painter 
- -
Drill-Press 0 Painter Painter Drill-Press Op~ 
Hel Patternmaker Car enter's Hel 
Hell. 
Substation 014--
Source: u. S~ Employment Service 
-
\N 
\N 
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paid to a patternmaker is made up of 53.6¢ for mental require-
ments, 20.4¢ for physical requirements, 66.8¢ for skill require-
ments, 31.6¢ for responsibility, and 11.6¢ for working conditions. 
These values are in fractions of a cent because the committee 
usually deciaes on the monetary breakdown independently and the 
average of their judgement is employed. This value is then 
rounded off to the nearest whole cent. This monetary breakdown 
of the p resent wage is then done for all the remaining key jobs. 
The result of the committee's work is indicated in Table IV. 
Table IV then must be compared with Table III to see 
that there is complete agreement between the two tables. It 
is not uncommon to find that the committee, in settling the 
monetary value for each factor inherent in the job, has alter-
ed the ranking under the various factors so that it differs 
from what appears in Table III. The committee must then 
correct these discrepancies between the Tables before proceed-
ing to the next step. 
The next table which the committee makes has the 
five factors, on which the job is rated, arranged horizontally 
and the pay per hour for each factor arranged vertically. 
This can be done with the data from the previous two tables. 
Thus Table V is used by the company to rate the re-
maining jobs. For instance if the job of timekeeper is to be 
rated, the committee first decides how it should rank under 
the fac_tor of mental requirements. Looking at the ranking of 
the key jobs in Table III the committee decides that timekeeper 
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TABLE IV 
Money Apportionment Table 
» 
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Machinist 176 43.4 24.4 64. ·2 27.6 16. 4 
Substa tion Operator 164 49.8 8.2 42.2 55.4 8.4 
Pipe Fitter 136 22.2 28.0 4o.2 24.4 21 . 2 
Painter 120 20.2 21.6 37.6 21.2 19.4 
Poleme.n 104 11.2 38.4 14.4 13.8 26.2 
Drill Pre ss OperBto lrlOO 17.6 16.4 28.4 21.0 16.6 
Rammer 96 6.4 43.8 8.4 10.0 27.4 
Carpenterrs Helper 92 15.6 18.o 26.4 17.8 14.2 
Laborer 84 11.0 35.4 6.0 8.2 23_._4 
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TABLE V 
Fina l MonetRry Value Schedule 
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TABLE V (Continued) 
Final Monetary Value Schedule 
Sk1J..l Eh;v:a1cal 
I 
.Bas.PD.naibilitv 
I 
I 
1 R~mmP'Y' 
Rn h.:~ ·h::.t:i 1"\n (\,... 
.-
Pine Fitter I 
Painter 'Pn1PmJ.1n 
-
1Workin2." Cnnn • R 
-
I 
-
I 
I 
I 
VI 
-.J 
'r ·-·--·- -------- ------------·- ·- - ·--- -· I TABLE V (Continued) 
Final Monet 
Cents/l\r H~ntal Skill __ hysical . ···- -~_apons.ibilily __ .Jfurk.ing._Qond' s__ 
L-J_§._l ____ La.bort:t~ 
·-·- ---- · ---~-· 
35 I 
- --------1 ... ____ " ______  .,. r---- ---- --1--· - --·-
I 
34 I I 
- - ··-·- ·- -
I I I 33 I I 
·- ------t- ! 
I 32 Patternmrucer 
r------ I 31 I ------- I 30 I . Drill-or~:. OoeJ Pipe fitter 23_ I 2S Machinist Rammer 
- -i-· - I 27 
-
I I 26 Carpenters Help. Poleman 
25 I 
--~ Machinist Piue fitter Laborer 23 
-
I 22 !Pipe fitter Pain_t_~~ _ Drill-press Oo . Pioe fitter 
\.JJ 
Q:) 
I 
Pents/hr. Mental 
I 
21 
.... -· 
20 Painter 
-
19 
IS Drill-Press Oper 
17 
16 Carpenter's Hel~ 
l!:i 
14-
1':5 
12 Poleman 
11 
-
10 laborer 
g 
g 
.L .7 
-
TABLE V (Continued) 
Final Monetary Value Schedule 
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ranks between substation operator and machinist as to mental 
requirements. A comparison with Table V immediately shows 
that a timekeeper should receive between 45~ to 49~. The 
committee upon deciding this, adds the job of timekeeper to 
mental requirements column of Table V. The same procedure is 
used by the committee to determine the monetary value of the 
other four factors. The total hourly pay for the job is 
simply the sum of the pay for the individual factors. As all 
of the other jobs are evaluated, Table V gradually includes 
all the jobs in the plant. 
Fundamentally, then, the method introduces a mone-
tary scale into a system of ranking which recognizes a number 
of job characteristics rather than composite parts. 
B. Merits 
The merits of the factor comparison plan may be 
summed up as follows: 
1. The intervening steps taken in the method by the committee 
are definite and can be either shown or explained to any 
dissatisfied parties. 
2. Since the jobs are broken into characteristics rather than 
being considered in their en t irety, it is a system more 
conducive to accurate results. 
3. This method is much more definite and concrete than either 
of the two previously explained and therefore is more adapt-
able to application in larger plants. 
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4. Another advantage is flexibility in that there is neither 
top nor bottom limits to confine the relative positions in-
to which the various jobs may be placed. 
C. Limitations 
Major limitations are the following: 
1. Jl·robably most important, the factor comparison method is 
difficult to explain to employees due to its rather in-
tricate makeup, and hence is hard to sell. 
2. It is rather difficult to initially set up, that is, gett-
ing the agreement of the committee on the rank of each of 
the key jobs under each factor. It is even more difficult 
to get agreement on the monetary breakdown for each factor 
on each job unless an average is taken. 
3. Another limitation of the plan is its inflexibility. If 
the plant conditions necessitate the re-ranking of any job, 
it may be necessary to also re-rank many other jobs part-
icularly if the initial job is one of the key jobs upon 
which the ranking of the other jobs depends to a great dew 
gree. 
4. Also, union and management will be faced with increasing 
collective bargaining difficulties, for this further com-
plicates the method and magnifies one of its limitations. 
VI :POINT IV.LETHOD 
A. Mode of Op~ration 
1. Employers• Groups 
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The fourth main method of job evaluation is the 
point system. The point rating method compares the character-
istics of a job with a set of standards, awarding points to an 
occupation in proportion to a degree of presence of the re-
quirements and conditions measuring the worth of the job.* 
This is the most common type of plan in operation today, al-
though many companies have their own minor variations of the 
system. The point plans most in use have been adapted from 
the plan developed by the National Electrical !Jlanufacturers 
Association and the National Metal Trades Association. These 
employers• groups have installed this plan in over 2,000 plants 
** of varying size throughout the country. 
2. Factor Determination 
To set up a point system me~hod of job evaluation 
the factors on which the jobs are to be rated are first deter-
mined. This is the main source of variation between most of 
the plans. After the factors are determined, the committee, 
which is also usually employed in this method, must decide up-
on the number of degrees of variation which will be allowed in 
each factor. Five degrees are customary although there is no 
uniform agreement in the various plans. The committee then 
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has to decide on the weighting which will be given to each 
factor and to each degree within the factor. 
The selection of the factors upon which to rate the 
jobs is the committee's first problem. The National Electri-
cal Manufacturer's Association - National Metal Trades Associa-
tion point plan considers the factors of skill, effort, respon-
sibility, and working conditions. These four factors are 
further broken down into a total of 11 sub-factors. Table VI 
indicates the manner in which the points are assigned under 
this plan. 
The occupational rating plan of the Industrial 
Management Society is a point plan and advises rating on 
eleven factors. These factors are: physical effort; hazard; 
job conditions; supervision; responsibility for the safety of 
others; responsibility for equipment and materials; knowledge 
of equipment, methods and material; schooling; judgement and 
initiative; mental capabilities; and physical skill. 
Another system of evaluation by the point method 
also rates on eleven factors and defines them as: human re-
lations,getting along with people; analytical ability, figur-
ing out what to do; going ahead des pite difficulties; adapt-
ability, coping with new situation; responsibility, being re-
liable and dependable; thoroughness; physical conditions; 
knowledge or knowing how; education or knowing why; and train-
* ing or showing how by doing. 
*46, p. 30. 
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TABLE VI 
, 
National Electrical Manufacturers Association-
National Metal Trades Association Point Pl an + 
~kill 
1. 
2. 
3. 
Effort 
I 4. 5. 
I 
FACTORS 
50% 
Education 
Experience 
----
Initiative and Ingenuity 
15% 
Physical Demand 
Mental or Visual Demand 
~esponsibility 20% 
6. Equipment or Process 
7. Ma terial or Product 
S. Safety of Others 
9. Work of Others 
!rob Condi tim s 15% 
10. Working Condi t ion s 
11. Unavoidable Hazards 
:'_25, p . 114. 
·- - - ----
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5 
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The extreme in point systems seems to be one which 
rates the job on thirty-six different factors, namely: 
strength; physical pace or energy; learning time; education; 
responsibility; analysis; foresight; judgement; management 
ability; alertness; steady nerves; initiative; originality; 
adaptability; memory application; accuracy of calculation; 
accuracy of measurement; accuracy of selection; accuracy of 
reading; danger; eyestrain; contact on body; dirt; dust; wet; 
fumes; noise; monotony; heat of air; heat of contact; heat of 
* radiation; effect on clothing; and tool cost. 
The selecting of the factors to be used by any 
company is a difficult choice and upon it hinges much of the 
success of job evaluation undertaking. Each company has to 
rate on the factors which best suit its peculiar, local con-
dition. As can readily be seen from the aforementioned plans, 
there is no agreement as to what the factors should be upon 
which the job is to be rated. 
In choosing these factors there is also the pro-
blem of duplication. The factors must be chosen in such a 
way that the same attribute of the job will not appear under 
two or more factors. If this situation should occur, it would 
mean that this attribute was being given more weight than it 
should have in the final job value determination. The tend-
ency seems to be toward having a job rated on as few factors 
* 15, pp. 57-65. 
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as possible. In this way the chances of overlapping of the 
factors is substantially reduced. 
After the factors have been considered and set~led 
by the committee, the problem of the respective weights for 
each factor must be decided. It is to be noted in Table VI 
that the National Electrical Manufacturer's Association -
National Metal Trades Association plan gives 50 per cent of 
the points to skill, 15 per cent to effort, 20 per cent to 
responsibility, and 15 per cent to job conditions. In the 
other point plans in operation with different factors, the 
weighting is also different. Each company has its own 
variation but this weighting of the points and factors selec~­
ed has to be considered only for one plan. There is nothing 
wrong with the plans because they differ in minor respects 
from plant to plant. It is only necessary that a fair evalua-
tion be given to the jobs in each plant and as long as the 
evaluation is consistent in regards to factors and weighting, 
the correct relationship of pay for the jobs should exist 
within each plant. 
3. Point Determination 
Usually a few factors are intentionally weighted 
heavily so that all of the other factors do not count too 
strongly and they can be consolidated into one or two overall 
factors. The range of points assigned to each factor must be 
carefully considered so that they are in complete agreement 
with the desired weighting. It is possible to have the range 
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of assigned points completely counteract the desired weight-
ing so that the plan is basically incorrect, and therefore it 
is necessary to give careful consiaeration to the question of 
the point range for each factor. 
After the factors and the weighting have been estab-
lished by the committee, they must decide upon the minimum to-
tal number of points. This determination will automatically 
fix the number of points for the first degree of skill under 
each factor, or referring to Table VI, column one would be de-
termined. Consideration then has to be given by the committee 
to the number of points for the other degrees of attainment. 
The usual procedure is to have an arithmetic progression up 
through the five degrees and so the points are easily assigned. 
The National Electrical Manufacturer's Association -National 
Metal Trades Association plan employs this arithmetical pro-
gression of points. 
4. Factor and Degree Definitions 
One of the greatest problems faced by the committee 
is that of trying to rate jobs on the basis of poorly defined 
factors and degrees. Endless and unnecc·essary discussion re-
sults from definitions that are not clear and concise and in 
which simple language and correct nomenclature are not used. 
It is imperative that the group doing the ratings use lucid 
terms understood by all in writing up factor and degree de-
fini tiona. 
An i llustration of good factor and degree definition 
49 
is found in the National Electrical Manufacture's Association-
Metal Trades Association plan. The following are the factor 
and degree definitions for Visual or Mental Demand (factor 5 
in Table VI) employed in their point rating plan.* 
11!.1J:ental and/or Visual Demand. - This factor measures 
the job requirements which induce mental fatigue and/or visual 
strain in terms of duration of time that mental and/or visual 
application is required, and the required intensity of such 
application. It does not relate to the degree of intelligence 
or mental development but to the quantity and concentration of 
mental application. 
First Degree. -Little mental and only intermittent 
visual attention since either the operation is practically 
automatic or the duties require attention only at longinter-
vals. 
Second Degree. -Frequent mental and/or visual att-
ention where the flow of work is intermittent or the operatlon 
involves waiting for a machine or process to complete a cycle 
with little attention or checking. 
Third Degree. - Continuous mental and/or visual 
attention where the flow or work is repetitive or the operation 
requires constant alertness. 
Fourth Degree. - 1-iust concentrate mental and visual 
attention closely, planning and laying out complex work; or 
co-ordinating a high degree of manual dexterity with close 
visual attention for sustained periods. 
Fifth Degree. -Concentrated and exacting mental and 
visual attention, usually visualizing, planning, and laying out 
very involved and complex jobs." 
B. Merits 
The advantages of point rating are the following: 
1. It is comparatively easy to set up because it demands a 
minimum of time and discussion bY the committee in order 
to establish the essential items. 
*12, p. 56. 
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2. Human judgement is at a minimum in point rating because of 
the standards provided by definitions. 
3. The plan is easily ad jus ted to changing condi tiona. 'rhat 
is, if the content of some job changes, that job, and only 
that job has to be re-rated. All other evaluations and the 
basic system remain the same. 
4. The point plan is very flexible and new jobs in the plant 
can be readily fitted into the existing program. 
5. The larger number of factors forces the analysis of jobs, 
thus precluding over-all judgement and the possibilities 
of bias. 
6. While more complicated than either ranking or grading, it 
is less complex than the factor comparison method and 
lends to ready explanation and salability to employees. 
1. Point rating requires the maintenance of permanent records 
which are useful in substantiating evidence of job apprais-
als if questioned by the union or any other party involved. 
C. Limitations 
The major disadvantages of point rating are: 
1. The plan, like most others, is still dependent to a great 
degree upon the judgement of the people evaluating the 
jobs. The points seem to lend an air of mathematical 
precision to the method which is not the case. 
2. The point method is often made much more complicated by 
getting into more detail on the plan than is necessary. 
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VII J OB DESCRIPTIONS AND MARKET SURVEY 
A. Job Descriptions 
1. Contents and Procedure 
Having now considered the four main methods of job 
evaluation, attention will nmtl be given to other steps which 
are necessary in every job installation regardless of the type 
plan used. The first and most important item for use in any 
of four job evaluation plans is a properly prepared job des-
cription. These job write-ups should properly describe the job 
in all important respects, particularly with detail as to job 
title; summary of the job; work performed; tools, equipment, 
and materials used; physical surroundings; and employee attrib-
utes.* 
These descriptions should vary from company to com-
pany so as to be of greatest use for their particular plan. 
These descriptions should then greatly facilitate the evalua-
tion of the jobs. A typical job description, prepared by the 
American Optical Company which rates on a slightly modified 
version of the Industrial f.llanagement Society point plan con-
tained the followin g material: 
* 
1 Repair and Develop LerJs Edging Machinery 
Summary 
Diagnoses trouble., repairs, and replaces parts of 
lens edging machines. Develops new parts or new 
methods for edging according to the needs of the 
job at hand. Uses customary machines and gauges 
14, p. 68. 
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of the machinist's trade. Works to fine tolerances, 
and reads blueprints. Plans machine use to suit 
production schedule of assorted special lenses. 
General 
Job Knowledge and Skill - Trade school equivalent in 
schooling is necessary together with suff icient ex-
perience at the machinist's trade to have a thorough 
understanding of it. Must know how to use machine 
shop equipment: lathe, drills, grinders, and shapers 
and work to fine tolerances with the aid of various 
gauges such as verniers, calipers, micrometers, and 
scales. Must be able to read blueprints and to 
sketch ideas for improvements to parts or edgers 
used for new or special lenses. 
Needs eye-hand coordination in doing machinin g op-
erations to close tolerances and in subsequent fitt-
ing and adjusting of machinery. A variety of motions 
are involved, complicated by the tolerances to be 
kept, machinery used, and adjustments needed. 
Judgement - Diagnoses trouble in machinery and makes ad-
justments as need is indicated. 
Initiative -Uses general mechanical principles and under-
standing of specific edging problems to develop new 
attachments or cams for use in edging. Must elimin-
ate future problems by high grade workmanship and by 
careful planning of sequence of operations done in 
working on machinery. Schedules work f or operators 
according to best machine utilization. 
Personal - Contacts with supervisors and operators, in 
course of work, involves ordinary cooperation and 
tact. 
Executive -Not applicable. 
Responsibili t y - Makes decisions which control final s i ze 
of finished lenses and which affect operation of ex-
pensive machinery. Can s poil material and be res-
ponsible for loss of cost of labor by failure to stay 
within close tolerances required. 
Effort - Does a great deal of walking and standing. 
Assumes awkward positions occasionally in working on 
machinery. May work under tension to meet schedules 
for production. Experiences some eye-strain in work-
ing to close tolerances. 
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Working Conditions -Walks on cement floor and is sub-
ject to exposure to water and dust; comes in con-
tact with oil and grease. Room noisy from con-
stant operat.ion of machines.'' 
In the preparing of a set of job descriptions part-
icular care should be taken so that the same jobs are not de-
scribed under many different titles, but each title should be 
a separate and distinct job. The information for the write-up 
can be obtained from personal observation and interview and 
discussions with both supervisor and worker. It is important 
that good relations exist between the job writer and the work-
er so that maximum cooperation can be obtained. The following 
* procedure has been recommended: 
a. 11 'rhe proper off icial should be contacted to get per-
mission to make the study and his assistance request-
ed in planning the program of study, the jobs on which 
to start, the persoonel to work with in each department 
and the order to be followed. 
b. The official should notify the heads and the foreman 
of the departments affected of the purposes of the 
study. 
c. The names of the analysts engaged in the study should 
be submitted. 
d. The foreman should be consulted regarding the best job 
stations in which to observe typical tasks and on which 
there are workers who will not be disturbed by being 
observed. The foreman should explain to the workers 
the purpose of the observation. 
e. :Prior to observing the job, the analyst should obtain 
an overall picture of the operations and determine 
each job's relationship to the entire proce•s· 
f. Talk with the worker only with the permission of the 
foreman and then as little as possible in order to not 
* 47, pp. 57-58. 
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disturb him." 
Naturally these job descriptions, if they are pre-
pared in full detail, can also be of great use to the person-
nel department when they are hiring people for various jobs. 
Also they can be used to decide if training programs are 
adequate and necessary, for cost analysis work, and as a tool 
for other phases of modern management. 
B. Installing the Plan 
When installing any job evaluation program, it is of 
prime importance that it be received favorably by the workers. 
All of the people involved in the installation should be pre-
sent when all policy-making meetings are held. No secrets 
should be kept on the plan, but to the contrary, the more in-
formation given on the plan the better will be its reception. 
In setting up the plan the committee should make arrangements 
for the study and possible revision of the plan which may re-
sult from grievances arising out of the plan. The installing 
committee should make arrangements to have the whole job eval-
uation program explained to the workers. One method of getting 
this information to the workers has been the use of visual aids 
* such as animated pictures and cartoons. 
C. Monetary Relationships 
After the jobs have been evaluated by the committee 
and information has been given on the whole program, the man-
agement may, and usually does, relate the job value to the 
*27, pp. 72-74. 
55 
monetary return of the job holder. This can be done for all 
of the job evaluation methods with the exception of the fact-
or comparison method, the job monetary value is automatically 
determined in the evaluation process. The normal procedure 
the management follows is to first plot a scatter diagram of 
the existing rates. The scatter diagram has pay per hour 
plotted as the ordinate and the job value as determined by 
the evaluation plotted as the abcissa. A sample scatter dia-
gram with the job value in point form is shown in Chart 2. 
This· diagram immediately shows that there is no un-
iform policy of wage payment in this particular plant. 'rhat 
is some jobs with a high point value receive low pay while 
other jobs with a low point value receive high pay. The man-
agement must determine the correct relationship between these 
points and the monetary return to the worker. The usual pro-
cedure is to have a straight line relationship between the two 
such as the line AB in Chart 2. There is still much discussion 
among the proponents of job evaluation plans as an aid in wage 
administration as to what form the relationship bet'\veen pay 
and job value should take. The majority opinion definitely 
favors a straight line relationship instead of any curved assoc-
iation. This straight line does not pass through the origin 
but intercepts the ordinate, and usually has a slope angle of 
less than forty-five degrees. 
D. Labor Market Survex 
1. Signi i .icance of Chart 2 
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In order to dete r mine the exact position of the line, 
similar to the p referred line, ror each particular plant, the 
first step is to make a survey of the wage structure of plants 
in the same geog raphical area and also plants in the same in-
dustry. It should be noted that a plant is not on ly in ~om ­
petition with other plants in the locality for workers but is 
also in com petition with plants in the same industry as to the 
competitive p rice of the product. 
This survey is called a labor market survey. The 
management usually prepares a questionnaire so that it will be 
possi ble to know what rates of pay workers on jobs throughout 
the wag e scale receive from other employers. These base rates 
being paid in o·Gher plants should be determined as well as 
shift differentials, bonuses, paid vacations, profit sharing 
plans, insurance plans, and all other items that enter into 
wages. The que stionnaire should be presented personal ly to 
other companies and job descriptions of the companies should 
be compared so that there will not be any error caused by the 
other companies having the duties under a job title different 
from the first company. 
These jobs which are compared with similar jobs in 
the area should be representative jobs in the industry ranging 
throug hout the pay scale. The number of companies sam pled has 
to necessarily vary with individual companies and conditions 
but it usually need not be more than eight or ten. After the 
data has been accumulated, it should be analyzed for the use 
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of the plant. This data presents the trend of \'/ages in the area. 
Referring to Chart 2, the committee now has to put in the line 
similar to line AB which shows the relationship between the 
hourly pay and the evaluated point worth of the job. 
The people working on the wage administration pro-
gram plot the data from the wage survey. This is shown by the 
small circles in Chart 2. A straight line is then usually 
drawn through these points, as AB, and all wage payments in 
the plant will be determined from this line. Of course, not 
all circles will fall on this line, but their pattern should 
follow closely that of a straight line. 
2. Line is Not an Absolute 
The company may decide to be a leader in the local-
ity and pay wages which are slightly above the labor market 
survey line or they may decide to pay the average rates. Often 
times other considerations enter into the actual wage line for 
the particular plant such as position of the plant in the in-
dustry, supply and demand for labor and other external fac-
tors. Actually then, this line determined by the labor market 
survey is usually just used as a guide and not as a law. 
Referring to Chart 2, the employer observes that 
some jobs have been and are being overpaid while others are 
being underpaid. The problem of the overpaid job is much more 
difficult than that of the underpaid job. The latter can read-
ily be handled by boosting the pay to the proper scale. How-
ever, to lover the pay of the overpaid worker would be sure to 
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cause bad labor relations. If possible, the overpaid worker 
should be promoted to a higher rated job which calls for his 
present earnings. Even if this cannot be readily accomplish-
ed, the overpaid worker should be maintained at his existing 
r~tes but the next person to occupy that particular overpaid 
job should occupy it at the rates determined by the evaluation 
p rocedure. 
3. Labor Grades 
The p rocedure followed by most companies is not to 
p ay a di f ferent wage for every point value as determined by the 
evaluation. Instead the wage administrator divides u p t he jobs 
into about ten grades and pays only ten different ·rates throug h-
out the plant. If a point system were used in the evaluation, 
such as the National Electrical Manufacturers Association -
National Metal Tra des Association plan, the points would prob-
ably range between 250 and 500. The usual procedure followed 
by the management would then be to have every twenty-five point 
range be a labor grade. That is 250-275 points would be grade 
1; 276-300 points would be grade 2, etc. 
As stated previously in this paper, there is usually 
+ a _ 10 per cent range in the pay for each labor grade and the 
position of the worker within this range is often determined 
by merit rating techniques or perhaps it may be on seniority 
alone. In Chart 3, line AB is the wage relationship deter-
mined by the area wage survey; line EF shows the -10 per cent 
limit; and line GH is the + 10 per cent limit. The abcissa 
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contains the actual point values as determined by the evalua-
tion and also the labor grades as determined by the committee. 
Referrin g to labor grade five, the pay to be given for this 
particular range of points falls within the area JKLM. Usual-
ly within this pay area the committee sets up three or four 
definite rates. This is illustrated in Chart 3 by labor grade 
five. A worker whose job is evaluated between 351 and 375 
points is paid the base rate OS. Depending on the worker and 
his actions, in time or because of a good merit rating, the 
worker's pay level next would be OT; then it might be further 
raised to OU; and finally to ov. It would be impossible to 
receive a higher rate of pay unless the job were changed and 
re-evaluated into pay grade six or the worker were trans-
ferred to a job in pay grade six. 
This method which has been outlined is the most pop-
ular but it is by no means the only method of determining the 
actual pay for a job. Some companies do not prefer to have 
any range or breakdown into labor grades but prefer to pay 
along the line AB in Chart 3. Only about 25 per cent of the 
companies with job evaluation plans which aid in wage determ-
inations do not use rate ranges but prefer to have only single 
rates for each job.* Lytle shows six methods of payment that 
can be developed from the initial straight line similar to 
line AB in Chart 3, and says that local conditions determine 
*14, p. 128. 
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what should be used.* 
4. Feasibility of Curved Line Relationshi£ 
This problem of determining the overall wage struc-
ture is a very controversial subject and there are numerous 
conflicting opinions. The method outlined in Chart 3 is the 
simplest and the one which is used in the greatest number of 
plants. Most of the variations accept the straight line as 
determined by the local wage picture survey but then modify 
the range limits, omit them entirely, or have different varia-
tions within the rate range. 
However, some are now beginning to question the 
straight line and feel that some type of a curve should re-
place it. The straight line has a tendency to overpay all in-
termediate jobs relative to those on the end points. A straight 
line is an arithmetical progression and most point systems have 
the points for each degree within a factor increase in an 
arithmetical progression. There is a psychological law, Webb-
er's law of discrimination, that states, "When sensations or 
responses are in arithmetical relationship, the corresponding 
stimuli form a geometric series.''** Perhaps then, semi-log 
paper should be used to plot the wage line and the rest of the 
procedure would be the same. The only difference then would 
be that the straight line would be on semi-log paper instead 
of regular paper. On the regular graph paper, it would be a 
* 10, pp. 188--191 • 
. ** 10, pp. 175-176. 
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logarithmic curve. Again, these are speculations and at pres-
ent there is no right or wrong of the matter. 
After the company installs the plan, it must make pro-
vision to establish a satisfactory procedure to handle any real 
or fancied diff iculties that might accrue because of the job 
evaluation system. The history of job evaluation has shown 
that management very often thinks that the task has been accom-
plished when the plan has been installed, but the installation 
must include a program, not merely a plan, because installation 
is but the beginning.* 
All the jobs should be checked periodically to see 
if the job content has changed since the job was evaluated. 
If it has changed, the job should be evaluated again. Some 
proponents of these job evaluation programs advise checking the 
whole program about every six months. However in one very 
successful job evaluation program at the Atlantic Refining 
Company it has been found that an annual re-check of the jobs 
** by the job analyst has been sufficient. 
After following these job evaluation principles 
which have been discussed, the job evaluation program should 
result in the establishment of fair and equitable rates among 
the jobs which have been rated. 
*29, p. 497. 
** 3 35, p. 9 o. 
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VIII The Adams Machine Company 
A. The National Metal Trades and Employers Association 
Now that job evaluation fundamentals have been out-
. lined, it may De well t o look at a few systema as they oper-
ate within the :framework of companies. .Sin ce the National 
Metal Trades and Employers' Association plan is one of the 
more popular job evaluation programs employed, a Worcester 
company havin g t his system \vill be described in some detail. 
Before describing the system, a few explanatory notes 
on the National Metal Trades and Employers' Association are 
needed to properly give the needed pers pective to the descrip-
tion. The Worcester County of f ice of this Employers Associa-
tion has a staff of five, and they handle all aspects of job 
evaluation installation in very small manufacturing companies 
having on the average not more than forty or fi.i:" ty employees. 
For installations in larger companies, the home off ice of the 
Association is called upon since the setting up or a system in 
a plant this large calls for more involved plann i n g and a great-
er number of personnel to handle the task. Job Evaluation com-
poses but one function of the National Metal Trades and Em-
ployers' Association; the giving of assistance and advice in 
any reasonable area requested by a member company is its main 
area of operation. 
B. Background of Adams Compa~ 
The facts to be given concern the Adams Machine 
Company of Worcester, Massachusetts. (The name "Adams lVlachine 
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Company " is ficticious in compliance with company wishes in 
presenting this case study.) The company's major products are 
rolling mills, wire machinery, gas producers, and combustion 
controls. The company has no union and employs approximately 
650 workers, about 100 of this number being off ice and supervis-
ory help. The Adams Company has had the National Metal Trades 
and Employers' Association plan of job evaluation for approx-
imately twelve years. The company also uses a separate system 
of salary rating for the office and supervisory group and this 
plan too is of National Metal Trades origin. 
C. The Factory Jl'lan 
1. Job Descriptions 
Once a plan has been decided upon, the initial step 
after this is to draw up accurate job descriptions of all jobs. 
Mr. Paul Shepherd, job evaluation expert of the Adams Company, 
is in charge of keepin g up this file, the initial descriptions 
having been written by National Metal Trades group personnel. 
Tables VII and VIII show typical job descriptions employed by 
the Adams Company. 
To show how degrees and points are assigned, the 
following procedure is followed: First the National Metal 
Trades plan defines each factor and the degree in each factor. 
For example 
"Experience - Experience appraises the length 
of time usually or typically required by an individual, with 
the specified education or trade knowled ge, to learn to per-
form the work satisfactorly from the standpoint of quality and 
quantity under normal supervi sion. Do not include apprenticeship 
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TABLE VII 
Adams Machine Company 
Job Description 
Dept. Pattern Shop 
Job Title: Pattern Maker Wood 
Total P oints 279 
Labor Grade 5 Class C 
Factors Deg. , Pts. 
Education 4 56 
Experience 
Initiative and 
Ingenuity 
:Physical Demand 
3 66 
3 42 
2 20 
Substantiating Data 
Use decimals, fractions, simple 
geometry, and trigonometry. 
Work from fairly com plex draw-
ings, parts, or models. Use 
shrink rule, scales cal ipers, 
etc •• Knowledge of foundry 
pract i ce tcr insure patterns 
will p roduce sound casting s 
with a minimum of foundry work. 
Able to operate all woodwork ing 
machines. Equivalent to formal 
a pprenticeshi p training. 
Over 2 and up to 3 years. 
Diversified '\'Tork. Plan layout 
and construct patterns general-
ly of fairly simple design and 
construction. Includes babbitt 
molds, some very simple coring, 
and simple alterations and re-
pairs to patterns in use. Us-
ually follow standard work 
methods. Judgement as to 
shrinkage and draft allowances, 
parting, etc. in interpreta-
tions of drawings when making 
alterations and repairs. 
Light physical effort. Occa-
sionally, handle heavy weight 
material. Operate woodworking 
machines. Largely bench work. 
_j 
Factors ~eg. 
Mental or Visual 3 
Demand 
Responsibility 3 
for Equipment 
or :Process 
Responsibility 2 
for Material or 
Product 
. Res p on sib i 1 it y 3 
for Safety of 
Others 
Responsibility 1 
for Work of 
Others 
\vorking Condi-
tions 2 
Unavoidable 3 
Hazards 
Remarks: 
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TABLE VII (Continued) 
Pts. Substantiating Data 
15 Continuous mental or visual 
attention working from fairly 
complex drawings, planning and 
laying out work and performing 
wide variety of operations re-
quiring close attention, skill, 
and accuracy. I 
15 Use all types of woodworking 
machines such as lathes, rip 
saw, band and cut-off saws, 
planer, jointer, and drill 
press. Damage due to careless-
ness seldom over $50. 
10 Pattern checker inspects all 
completed patterns before use. 
First casting checked on quan-
tity runs. Probable cost of 
correcting errors in pattern-
making seldom over $100. Chief 
responsibility with checker. 
15 Work flying from wood-turning 
lathe, broken band saws, or 
table saws, failure to shut of'f 
machine or re place guard when 
operating without guard (some-
times necessary), leaving piec-
es of material in machine, 
leaving exposed nails in patten s 
may cause lost-time injuries to 
others. 
5 None 
20 Good working conditions. Usual 
woodworking noise. 
15 Exposed to lost-time injuries 
such as possible loss of fing-
ers or hand; eye injury from 
s plinters or chips. 
Patterns such as: housing cov-
ers, gear boxes, bevel gears, 
pinions, small roll housings, 
small pinion housings, medium 
size guide equipment. 
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or trades trainin~, which has been rated under Education. In~ 
elude under Experience only the time required to attain pro-
duction standards. 
First Degree. -Up to three months. 
Second Degree. -Over three months up to one year. 
Third Degree. -Over one year up to three years. 
Fourth Degree. - Over three years up to five years. 
Fifth Degree. - Over five years." 
Now in looking at experience on Table VII, the job 
description for the Pattern Maker Wood, it is noted that over 
two and up to three ~ears is called for. This most nearly con-
forms with 3rd Degree under .Experience. Looking back to Table 
VI, Experience in the 3rd Degree is worth sixty-six points. 
Examining Table VIII, the job description for Saw 
Operator (Cut-Off Man), the required experience is over six and 
up to nine months. This conforms more closely to the 2nd Degree 
under Experience and Table VI discloses a point value of forty-
four points. 
Thus, each factor and degree is defined and the Point 
Table determines the points assi gned to a factor as dependent 
upon the degree of presence of the factor indicated in the job 
description. Further explanation of other factors becomes pure-
ly academic and this should now be quite evident. 
2. Committee 
The Jobs are evaluated by the National Metal Trades 
analysts and they are approved by a management committee which 
includes the supervisor of the job, superintendent of the de-
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TABLE VIII 
Adams Machine Company 
Job Description 
Dept. Machine Shop-2nd. floor Total Points 215 
Job 1'i tle: Saw Operator (Cut-off Man) Labor Grade 8 
Factors 
Education 
Experience 
Initiative and 
Ingenuity 
Physical Demand 
Mental or 
Visual Demand 
Responsibility 
for Equipment oz 
Process 
De g. 
2 
' 
2 
2 
3 
3 
2 
Fts. 
28 
44 
28 
30 
15 
10 
Substantiating Date 
Able to read, write, and use 
simple arithmetic. Use scale, 
square, and micrometers. 
Over 6 and up to 9 months. 
Repetitive work. Operate cir-
cular and band saws to cut mat-
erials to sizes specified on re-
quisition. Set stops or measure 
bar stock to length. Select 
speeds and feeds to suit mater-
ials. Select materials from 
rack and return unused material 
to storage. Set up and operate 
a centering machine to center 
bar stock for lathes. Set up 
and operate a pipe threading 
machine to die-cut threads on 
pipes or shafts. Some judgement 
following detailed instructions 
in selecting materials; making 
set-ups and operating machines. 
Sustained physical effort hand-
ling heavy bar stock when clamp-
ing on machine. Minor portion 
of time waiting for cuts. Some 
heavy material handled by aid of 
hoist. 
Continuous mental or visual att-
ention making set-ups, operating 
machines, and selecting materia~. 
Careless set-up or adjustment 
may cause damage to center 
drills, saws or blades. Damage 
seldom over $25. 
. .. 1 
_Factors 
Reaponsibili ty 
f or IVIa terial 
or Produ c t 
Res ponsibility 
for Safety of 
Others 
Reaponaibili ty 
for Work of 
Others 
\'forking 
Condi tiona 
Unavoidable 
Hazards 
Remarks: 
Deg. 
2 
TABLE VIII (Continued) 
:Fts i 
10 
Substantiating Data 
Careless selection of proper 
material or cutting to wrong 
length may cause losses seldom 
over $25. 
2 1 10 Only reasonable care to own 
work necessary to prevent in-
juries to others, minor in 
1 nature if any. Usually work 
alone or in semi-isolated loca-
tion. 
1 5 None 
2 
3 
20 Good workin g conditions. May 
be dirty at times. 
15 Exposed to lost-time injuries 
such as crushed fingers or toes 
handling heavy bar stock; 
possibl e loss of fingers coming 
into contact with saw; falls 
from stepladders. 
Machines: Napier Band Saw 
No. L-564 
Wiko Pipe Threader 
No. L-1499 
Whiton Centering 
Machine No. L-208 
Motch and Merri-
weather Circular 
Saw 4 11 No. L-1615 
partment, and the Vice Fresident in charge of production. 
Approval by the committee, according to Mr. Shepherd, is al-
most automatic and a job once being evaluated is rarely, if 
ever, challenged by the committee. 
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The Metal Trades organization at regular intervals, 
usuall~ two year periods, sends out a team from its national 
headquarters to check to see that the system is functioning 
smoothly and to answer any management queries on its ram-
ifications. 
3. Labor Grades 
The .Adams Company maintains ten labor grades which 
is consistent with the theory of the National Metal Trades 
plan. There is a constant percentage relationship between 
the associated rate ranges of these labor grades as shown in 
Chart 4. In other words, there is a much greater wage spread 
in grade 10 than regressively lower grade 1. This relationship 
is logical and in accordance with the generally accepted con-
cept that the money range for the highest grade job should be 
wider than the money range for the lowest grade job. This 
theory is based on the assumption that it takes more time to 
acquire the necessary skill and proficiency on a higher grade 
job than on the low-grade job. The Adams Company has overlapp-
ing rate ranges and this too is indicated in Chart 4. This 
chart is meant to show relative information only and the wage 
scale is not necessarily in line with the actual wage scale of 
the Adams Company. 
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Wages generally are five per cent higher than going 
rates in the community according to Mr. Shepherd. The com-
pany does not have a merit rating syatem for either factory or 
office. 
D. The Off"ice Salary Rating Plan 
The National Metal Trades and Employers Association 
also have a salary ·rating plan for their members and this is 
employed by the Adams Machine Company. It takes a greater 
amount of skill to install this office salary rating plan 
since for the most part, the analyst is rating intangibles re-
quiring a maximum of judgement on his behalf. In the factory, 
there were machine standards to govern his decisions but the 
office has no counterpart of the machine so a greater use of 
judgement is necessary. 
The factors for office workers are: Education, 
Experience, Complexity of Duties, Supervision received, Errors, 
Contacts with others, Confidential data, Mental or Visual De-
mands, and Working conditions. 
1. Job Descriptions 
Once again job descriptions are used much as they 
are for the factory job evaluation system. Table IX is a 
typical job description for the Adams Company office and sup-
ervisory group. The assigning of degrees and points is quite 
similar to the procedure used in the factory plan and will not 
be labored further here. 
The committee form of rating is similarly employed 
TABLE IX 
Salary Rating Specification 
Position: Secretary to District Sales Office 
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Labor Grade 5 
Total roints 210 
Factors 
Education 
Experience 
Complexity of 
duties 
Supervision 
Received 
Errors 
I 
Substantiating Date Deg. 
Knowledge of stenography, typ"':' . 2 
ing, transcribing from written 
copy or other sources. Suf-
ficient knowledge of English 
composition m avoid and detect 
grammatical errors. Familiar 
with filing, record keeping 
and other office routines. Eq 
uivalent to high school plus 
additional business school 
training. 
Over 1 and up to 2 years. 
Perform semi-routine secretar-
ial and clerical duties in-
volved in the operation of 
District Sales Office. Judge-
ment necessary to take dicta-
tion and transcribe and/or 
compose correspondence and re-
ports. Set up and maintain 
necessary files and records. 
Under general supervision of 
District Sales Manager pro-
ceeding alone on routine dut-
ies, but referring all quest-
ionable matters to superior. 
Frobabls errors in typing, 
transcribing, filing, may caus 
some confusion and delay. 
Most of work verified or 
checked by superior. 
3 
3 
2 
2 
Fts. 
30 
60 
45 
10 
10 
Factors 
Contact with 
Others 
Confidential 
Data 
Mental or 
Visual 
Demand 
Working 
Condi tiona 
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TABLE IX (Continued) 
Substantiating Data Deg. Pta. 
Regular con ·~acts with others in 3 20 
company, officials, engineers, 
requiring tact and judgement in 
order to accomplish desired re-
sults. 
Regularly works with con f iden- 3 15 
tial data of an engineering 
nature which if disclosed may 
have minor adverse effects on 
company's interest. 
Use of typewriter, taking and 3 15 
transcribing dictation requires 
coordination of mental and vis-
ual attention with manual dex- I 
teri ty. 
Usual off ice working conditions 1 5 
::P·osi tion Description: Perform general secretarial dut-
ies, company activities at specific branch office •• Re-
ceive, open, sort incoming mail • . Answer incoming tele-
phone calls and place local and long distance telephone 
calls. Take dictation and transcribe correspondence, re-
ports, and memo from shorthand notes or transcripti on 
machine. Compose and type letters and telegrams of a 
routine nature, from no·tes or verbal instructions. 
Arrange interview, meetings, and appointments. Maintain 
records of calls and location of engineers when they are 
out of the office. Set up and maintain necessary files 
and records. Order necessary office supplies from home 
office and maintain adequate supply on hand. Make 
transportation and hotel reservations for engineers when 
requested. P·erform such other secretarial duties as may 
be required to relieve Supervisor of minor duties. 
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as with the factory g roup and the labor grades number twelve 
rather than ten as with the former plan. The rate ran ges are 
p rog ressively g r e at e r on a constant percentag e basis as before 
and the y also overla p as p reviously. 
E. Su mm ary 
To be g in with, the National Metal Trades Assoc i ation 
plan ha s a lready won rather wide acce p tance on a nationwide 
bas i s and ha s withstood the test of time rather well. Since 
it is a point plan, it is readily un d erstandable and can be 
easily e xplained to the worker. 
It is a flexible plan and easily adapts itself to use 
for most manufacturin g concerns. If Adams adds new jobs as the 
company doubtless will, the factors of the new job can readily 
be assi gned p oints and degrees under this flexible system. 
Also, meth od s chan ges can readily be accounted for by readjust-
ing the job descriptions an d recalaulating the p roper number 
of p oints. 
The system, once installed, is rather easy to ad-
minister and Mr. She p herd finds v e ry few p roblems arising 
under this poin t system. 
2. Limitations. 
The greatest limitation or dan ger sign for the 
future a ppears to be in the ff dams Mac hine Compan y 's complacent 
attitude in ins t allin g an d ad mi n istration of the plan . Li t tle, 
if anything, has been done to sell the plan to t he worker. 
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The company, feeling that the plan is a good thing, has gone 
ahead and installed it with little regard for worker participa-
tion or reaction to its application. 
Such action is not in accord with the conclusions 
reached in this paper, The worker likes to be considered as 
a huma n being and certainly wants a voice in any matter which 
affects his job stature. If he is not allowed participation 
in this job evaluation venture, he should at least be i nformed 
of' what is happening and the reasons behind it so that he might 
feel he is not l eft completely out of this management mechan -
ism. 
t present , Adams Machine Company has no union but 
the advent of a union is something that must be continually 
reckoned with . If a union were to be formed, it would be, 
indeed, interesting to note the workers' reaction to this 
point plan, having gained the position of voicing their opin-
ion collectively. 
Ferhaps, they would have little to say against this 
plan since it is one of the best job evaluation plans used to-
day, and yet, even a good plan can come to an untimely end be-
cause of poor management planning in selling the plan to the 
employee. 
IX The Worcester County Trust Company 
A. Financial Institutions 
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\'/hile job evaluation is usually thought of in connec-
tion with the manufacturing industry, it is by no means limit-
ed in application to this one area. More and more, job evalua-
tion is being adopted by financial institutions such as banks 
and insurance companies since· it is equally useful in office 
and supervisory ranks as it is in production f i elds. 
In the previous chapter, job evaluation for the 
Adams Machine Company had two facets, a point system for the 
factory and a separate and distinct point plan for the office. 
It will be of interest to examine the workings of a job eval-
uation plan for a financial institution such as a bank to show 
similarities and dissimilarities between industrial and finan-
cial applicat,ions. 
B. Background of Worcester County Trust Company 
The Worcester County Trust Company is Worcester's 
largest bank in terms of assets and number of employees. 
This commercial bank has recently undergone a million dollar 
renovation and remodeling and is one of the most modern bank-
ing houses in Massachusetts. It is located in a five-story 
building at 446 Main Street in the heart of Worcester. It 
maintains its own cafeteria for some 425 employees and has a 
reputation for being one of Worcester County's most progress-
ive banking institutions. There are branches of this bank 
in Barre, Fitchburg, North Brookfield, Southbridge and 
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Spencer as well as two drive-in branches in the city of' 
Worcester. The bank also has the distinction of being the 
oldest trust company in the state of Massachusetts. 
C. Factor Compar~son Plan 
In November of 1953, the company decided to install 
a factor comparison system of job evaluation. Firat, a system 
of number codes were drawn up to facilitate filing and hand-
ling of different jobs. For instance, in the one-hundred 
group, the breakdown is as follows: 
Executive 
Trust Dept. 
Credit Dept. 
110 
120 
Commercial Account Dept. 130 
Etc. up to 190 
In like manner, the two-hundred group is composed of adminis-
trative jobs and when the seven-hundred group is reached, the 
floor men and janitors will come under this heading. The 
numerical system is so employed so as to leave ample room for 
other positions to come into existence as the company expands. 
The employee is rated on five factors. These along 
with their definitions are: 
1. Knowledge and skill -- The basic background which is 
needed to meet the responsibilities of the job in 
order for the employee to work competently. 
2. Human Relations -- The employee's responsibility for 
good humor, tact, and understanding in dealing not 
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only with customers, prospective customers and the 
public, but also dealing with other staff members and 
supervisors within the Bank. 
3. Judgement -- The number, kinds and complexity of de-
cisions the employee is required to make. 
4. Responsibility-- The extent to which the employee's 
decisions and carefulness bear upon the safety of 
money, securities, and other valuable property belong-
ing to either our customers or .the Bank. 
5. Working Conditions and Physical Effort -- The extent 
to which the employee's surroundings and physical ex-
ertion make the job more difficult. 
When the system was first installed, ten key jobs 
were chosen and these have been used as a basis for all other 
ratings. In other words, the degree of presence of each of the 
listed factors in these key jobs has been used as a bench mark 
in all other ratings of other jobs. 
1. Job Descriptions 
Job descriptions are prepared by the employee doing 
the job and once he signs the description indicating his approv-
al, the department head reviews the job descriptions and if 
meeting with his approval, he signs it and then it goes to the 
job evaluation committee for evaluation. 
The company has a fifteen page brochure for employees 
and sup~rvisors showing the correct way to make out a job de-
scription. It covers information on defining duties, choice 
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I TABLE X 
.I Job Description 
I Date: 9-18-54 Job No. 250 
iob Name: Auditing Dept. Sec. Appvd: Ruth E. Bacon Department: Auditing Appvd: J. H. Nicholson 
1 
Office: Main Office (MO) Analyst: K. Stewart 
1. 
2. 
Function: Under supervision of Auditor (025) Types, 
reports schedules. Takes, Transcribes letter, 
memos; verifies income received from sale of Treas-
urer's Register, checks, exchange received on coll-
ection items; Proves bank checks outstanding. 
b. Receives paid Treasurer's Register, cer-
tified, dividend checks from Bank Ledger 
Bookkeeper (265); Checks for endorsement; 
Sorts by number; Removes corresponding 
.check stubs; Machine lists checks, stubs ;j 
Proves with controls on daily Statement 
of Condition. I 
c. Machine Totals cu rren t divi dend checks 
each quarter; Proves to dividend p a yment 
declared by Board of Directors (BD). 
d. Proves outstanding Treasurer's Register, 
certified, expense, dividend checks 
semi-monthly to (AUD) controls; Micro-
films outstandins stubs (list only for 
l 
Register checks. J 50 o 
I 
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TABLE X (Continued) 
Job Name: Auditing Department Secretary Job No. 250 
3. a. Audits daily exchange received by 
Worcester, Southbridge, Fitchburg Collec-
tion De partments on collection items; 
verifies credit to income account in 
Accounting Department (ACD). 
b. Verifies daily income received from sale 
of Register checks in all of fices with 
(ACD) credits to Register check income 
account. 
4. Lists, by office, daily income received from 
sale of Treasurer's Checks; Compiles annual 
total for use in Income and Expense return to 
Federal Reserve Bank (FRB). 
5. Up on request accompanies individuals request-
ing access to collateral folders containing 
negotiable securities (dual control system); 
records securities placed in, removed from 
folders from serially numbered tickets on 
tabs, by borrower; Fi les tickets, tabs. 
Approx. % 
of Time 
6. Receives, Files ''in u tickets for i tern s held 
i n safe-keeping in all offices; Initiates 
daily payment for (AUD) "Return Postage Paid''! 
mail, monthly check to Collector of Internal 1 
Revenue for taxes collected on safe de posit I ,n~ 
boxes. ~
I 
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TABLE XI 
Job Description 
Date: 9-18-54 Job No. 112 
Job Name: Accountant Administrator 
Trust Division 
Dept: Trust 
A.ppvd : \'l. Bruso 
Appvd: J. Maney 
Analyst: K. Stewart 
Office: State ~utual Office (SMO) 
--Function: Under supervision of Trust Officer 
(064), supervises opening, admin-
istration, closing of accounts for 
Trust Division 
1. Supervises adminstration of trust, guardian-
ship, conservatorship accounts. 
2. Receives information relative to new accounts 
from Trust Officers; prepares, dictates on 
dictaphone detai·ls of new accounts for votes 
of acceptance by Trust Committee (TO}; Pre-
pares new account, inventory sheets; Routes 
to all departments; Prepares digest sheets 
for general use. 
3. In administration of accounts: 
a. Confers \'-rith, dictates letters to grant-
. ors, beneficiaries, attorneys on routine 
matters, (letters signed by Trust 
Officer). 
b. Arranges for payment of income; Prepares 
memos to (TO) for payments from principal 
checks availability of cash; initiates 
entries; approves, signs, checks in pay-
ment of income, principal, expenses 
(routine bills). 
c. Shows trust real estate to interes t ed 
brokers. 
d. Main tains follow-up record for future on 
accounts. 
Approx. % 
of Time 
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TABLE XI (Continued) 
Job Name: Accountant Administrator- Trust Division 
Job No, 112 
e. Arranges for changes of beneficiaries on 
insurance policies (insurance trusts). 
f. Annually checks accountings to :Probate 
Court (PC) for accounts under court 
appointment or to beneficiaries for 
trusts under agreement. 
!Approx. % 
of Time 
g. Annually reports to Commonwealth of Mass ] 
all principal payments made on trusts; 
Fays tax due. ----~8~5~%~ __ 1 
4. Using account closing check sheet performs, 
supervises, various steps in terminating 
accounts: 
a. Consults with attorneys, beneficiaries. 
b. Requests copies of security list from 
Addressograph Department (AD); :P repares 
list of securities showing market, book 
values on termination date. 
c. Arranges for collection of insurance 
policies (insurance trusts). 
d. Figures distribution of assets; distri-
butes assets. 
e. Obtain releases, tax guarantee forms, 
furnishes accountings to distributees 
legatees. 
5. Answers telephone and personal inquiries. 
6. Reads inf'ormative publications, memos re-
garding general business, financial, tax, 
trust matters circulated through (TD). 
15 0 
of words, and general data on the form to be followed in 
compiling the descriptions. 
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Tables X and XI show examples of job descriptions 
used at the Worcester County Trust Company. It will be noted 
on these descriptions that there is a column for the approx-
imate percentage of time spent by the employee on each phase 
of his job. This percentage column is left wholly to the 
di s cretion of the employee and is not subject to correction by 
his department head as is the general descriptive information 
in the body of the job description. 
2. Committee 
The job evaluation committee next receives these de-
scriptions and then the job is evaluated by this committee. 
The Bank CQmmittee is composed of eight key members of the 
staff representing the various departments of the Bank to-
gether with the Personnel Manager who is Secretary of the 
Committee and who records the actions taken. 
Each committee member first evaluates ths job, 
factor by factor and then the job is discussed in committee 
meetings and a majority descision sets the position of the 
job in its proper relationship to other jobs. 
Table XII gives further insight as to how the job is 
actually evaluated. Here there are nine jobs, each identified 
by the proper job number, each factor has a range from one to 
ten depending upon its degree of presence. Each committee 
member, identified by letter, makes his choice known as to 
<I 
Job Number 27g 
10 
Knowledge & 9 
Skill g 
~ 
~ 
~ 
~ ;KNSTD$/ 
1 
10 
Hume.n 9 
Rela.tion s g 
~ 
~ 
I ~ CKSLT 
D = Kelso 
K = Ste"'rart 
Note: 
I I 
I 
TABLE XII 
Rating Factors 
300 340 356 357 441 442 459 461 
I ©W I 10 10 10 10 10 10 10 KNSD 9 1 9 9 9 9 9 I g I g g g g g g ~ D [CKNSLTBlJ 7 ~ ~ 7 7 cs 6 ~Rl\l'STBK) \[KNSLID CKNSLD) 
~ ct~p ~ L (CKSTBD) 5 TB TB 4 NL 6 4 4 3 3 3 3 3 B 3 3 
2 2 2 2 2 2 2 2 
1 1 1 1 1 1 1 
I 
1 
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-
ecR~w 10 10 10 10 10 10 10 9 ~ 9 9 9 9 9 NS g g g g g g 
~ 7 CXNSLTBJJ KS l g 7 ([N~~T@ LBD 6 @ffiD CSD ~ @) ~ D cs 5 (LTB) H 4 C!~BDJ c KN K 
3 KT 3 3 NL KNST 3 3 
2 2 2 2 2 (tB~ 2 2 
1 1 1 1 1 1 1 1 
B = Bacon T ::::o Li tt1e N ::::o Needham 
S = Spencer L ::::o Lindsay C = Cunningham 
The factors Responsibility and Working Conditions have 
been purposely omitted from this t able since the prin-
ciples are the same there. 
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TABLE XII (Continued) 
Rating Factors 
Job Number 27~ 300 340 356 357 441 442 459 
-
10 CCKLT) 10 10 10 10 10 10 
Judgement 9 D 9 9 9 9 9 9 
~ NS g g g g g g 
~ ~ ~ I~ 7_ 7 ~ ~ 7 (KNSLTBIV KS D 
~ ~ SD ~ CQbTID s 5 CKSB ~ N I(TCKNLBD CL Q@) ([KT1 3 3 D 3 KNST 3 2 2 2 2 2 (@) 2 
NSLB 1 1 1 1 1 1 1 
I 
D = Kelso B = Bacon T =Little N = Needham 
K ::a Stewart S = Spencer L • Lindsay C = Cunningham 
Note: The factors Responsibility and Working Conditions have 
been purposely omitted from this table since the prin-
ci9les are the same there. 
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how he thinks each factor should be rated. The final decision 
is indicated by circling the number between one and ten where 
the majority decision lies. It will be noted in some instances 
such as on job 459, judgement factor, the minority vote rules. 
This exception may come about because one of the committee 
members has had greater experience with the job in question 
and manages to sway the majority to his way of thinking. 
The employee is able to look at his job evaluation 
upon request and he may also petition for a re-evaluation if 
he feels a change in his job content warrants such action. 
3. Labor Grades 
The Worcester County Trust Company employs twelve 
labor grades having butt-to-butt rate ranges. This type of 
range provides a series of steady ranges in which the maximum 
limit of the lower range meets, within the units of the pay 
scale, but does not overlap the minimum limits of the next 
higher range. Thus, under this type of rate range, the same 
pay cannot occur in more than one ra·iie range of the series. 
A feature of this system to be especially noted is 
the constant money spread throughout all grades. Chart 5 
illustrates this point much more graphically and more will be 
devoted to this aspect of the labor grades at the end of the 
chapter. 
4. Merit Rating 
The Worcester County Trust Company has a system of 
merit rating which they prefer to call performance rating. 
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Every six months the employee's performance is reviewed and an 
informal conference is held between the employee and his de-
partment head or supervisor. The supervisor or department 
head is wholly responsible for the performance rating of the 
employee. 
The employee is rated on the following qualities: 
1. Volume of Work -- How does the individual employee 
compare with others in rate of completing assign-
ments and in amount of work satisfactorily accomplish-
ed within a given period. 
2. Quality of Work -- How does he compare with others in 
careful attention to essential details and in the 
accuracy and neatness of his work. 
3. Human Relations -- How does he compare with others in 
customer relations, in cooperation with management 
and fellow associates, and attitude toward the job. 
4. Initiative -- How does he compare with others in im-
proving work techniques and in ability and willingness 
to perform duties outside regular assignments. 
5. Supervision Required -- How he compares with others 
in conduct and doing his work adequately with minimum 
supervision. 
The performance ratings are kept in the Personnel 
Department and are the basis for an employee rising to the top 
of his particular rate range within his labor grade if he 
warrants such increases. The employee's attendance and 
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punctuality also counts heavily in consideration for pay in-
creases. 
D. Summary 
The job evaluation information is conveyed to the em-
ployee in the form of an eleven page booklet entitled, 'How Do 
I Get a Raise in Salary 1 and this brochure explains the fund-
amentals of' the plan to the worker. 
1. Merits 
One of the major advantages of this Factor Comparison 
Method is that it claims certain accuracies by considering the 
characteristics of a job rather than the job as a whole as is 
done in the ranking system. Another merit is the flexibility 
of' the system which allows for neither top nor bottom limits 
to confine the relative posi tiona into which jobs may be placed. 
This is a feature not claimed by the popular point rating plan. 
2. Limitations 
The greatest limitation of this system employed at 
the Worcester County Trust Company is a disadvantage which has 
led to more than one failure of comparable Factor Comparison 
systems. That shortcoming is the difficulty encountered in 
trying to explain the system to employees. It is a complicat-
ed method at best and not conducive to ready explanation. 
In talking with several officers of the company about 
their job evaluation system, reference was made to the author 
several times concerning the "point" system the company was 
using! If company officials do not fully understand the plan 
themselves, surely the lower echelon employee cannot be ex-
pected to comprehend the facets of this rather cumbersome 
system of job evaluation. The booklet given to the employee 
and off'eriug au explanation of the plan is at best nebulous 
in its explication and doubtless serves only to confuse. 
Further criticism of the plan comes from the con-
cept of a job being evaluated on only five factors. It is 
doubtful if a job can readily be evaluated on simply the 
factors of knowledge and skill, human relations, judgement, 
res ponsibility, and working conditions. Surely, more elements 
than this should enter in evaluating the total worth of a job 
and yet, if more factors are used, the system proves unwieldy 
to administrate effectively. 
As if the system did not have enough shortcomings, 
the butt-to-butt labor grades also warrant some condemnation. 
This type of rate range does not permit sufficient increased 
recognition and pay rate opportunities for long-service and 
higher skilled employees in the same labor grade. 
Also it seems much wiser to use the popular concept 
of wider money ranges for higher grade jobs but this system is 
not used by the Worcester County Trust Company. The present 
system means that were the employee in labor grade twelve to 
get a performance increase in salary, he would receive the 
same amount of au increase in money wages as would the em-
ployee in labor grade one receiving the same performance rat-
ing. This penalizes progressively the employees in the higher 
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labor grades. 
3. Comparison with Adame Machine Company Salary Plan 
The system is well suited to comparison with the 
Adams lvlachine salary plan of job evaluation since both sys-
tems apply to the same type of office and supervisory em-
ployees. 
Job descriptions in the industrial concern are pre-
pared by the National Metal Trades installing group with the 
help of the employee. The Worcester County Trust has the em-
ployee, after instruction, write up hie own description and 
have it approved by the department head in his respective de-
partment,. Having the employee compose his own job description 
is sanctioned in the case of office and supervisory employees 
since their tasks are of such a nature that an observer could 
do little in composing job descriptions as can readily be done 
with the production worker who labors at a machine. 
The committee in both concerns are composed of man-
agement only and the wisdom of a unilateral committee such as 
this is open to question. 
The Adame Machine job evaluation plan can readily be 
explained to the worker while the Factor Comparison plan of the 
-v orcester County Trust is confusing and most difficult to ex-
plain to the average employee. 
Labor grades for the Adams Company are set up on a 
progressively higher percentage basis and, assuming a blanket 
percentage increase in pay, the higher paid labor grades 
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receive a progressively higher money increase. Were a per-
centage increase given to all Worcester County Trust employees, 
the hi g her labor grades would be penalized progressively in 
computing the increase. Thus, if labor grade one received a 
ten cent per hour increase, the highest skilled labor grade 
group twelve would receive the same ten cents per hour in-
crease. This is contrary to current opinion on the matter. 
4. Con elusions . 
Of the two plans, the Adams Company seems to have the 
bette r system of job evaluation. fhis is not to say that a 
point system is always better than a factor comparison method 
of job evaluation since the opposite could well be true. The 
conclusion is simply that the Adams Company has a more workable 
and better sui ted plan to meet their needs than has the Worcester 
County Trust Company for its employees. 
That the f1nancial institution has a rather wanting 
plan is further borne ou1i by a statement made by one of' the 
officers interviewed to the effect that the company is sur-
veying other systems with the idea in mind of either improving 
their system or perhaps scrapping it completely in favor of 
another. Under the circumstances, this could be a wise move 
and is illustrative of what more than one company has done 
after becoming more familiar with the operation of job evalua-
tion systems. 
With the perspective gained by examining two actual 
systems in some detail, the following chapters will bring to 
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view further insight into the position management and labor 
take' in r e cognizin g the functions of job evaluation. 
X MANAGElYlENT VIEVlS OF JOB EVALUA'l'ION 
A. Management .Attitude 
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Management is finding job evaluation a very useful 
tool in wage determination and this new management technique 
is being utilized in additional plants every day. The increas-
ed use of these plans has been so rapid that many factory work-
ers are now employed on jobs which have been rated under a job 
evaluation program. These programs have been installed in the 
larger companies mainly because the chance of wage in-equalities 
existing in larger plants is greater than in smaller companies. 
The management representatives in the various plants 
have discovered that job evaluation plans are accomplishing 
their desired objective, that is bringing the pay of the var-
ious jobs in the plant into their correct relationship. Also 
by using the addit i onal wage determinat ion technique of a 
labor market survey, the individual company's wages are made 
similar to the existing wage structure in the locality and in-
dustry. 
B. Ten Year Trend 
To indicate the ever-increasing trend toward job eval-
uation in the past ten years, several authoritative sampling sur-
veys will be discussed as an indicator of job evaluation growth. 
1. Douglas T. Sterling Survey 
The Douglas T. Sterling Survey of 1946 showed the 
following results: 
* 
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a. Management views of job evaluation were sampled by 
solicited letters on the subject from top management 
officials:* 
1161.7 per cent expressed their unqualified approval 
of job evaluation. 
12.6 per cent also approved of job evaluation but 
pointed out some, reservations which, ho\-vever, did not 
cancel their general approval. 
2.5 per cent thought that job evaluation was of no 
value to industry, and a few were strongly opp osed 
to it. 
1.9 per cent approved of job classification but not 
of job evaluation. 
8.1 per cent said they lacked sufficient knowledge to 
give an answer." 
b. 1-/hy Liked 
The replies to the survey showed that the one 
main thing that these companies had gained by their 
instituting a job evaluation program in their plant 
was that management definitely had concrete facts 
upon which to base their arguments when they met 
with union representatives to settle the question of 
wage inequalities which appeared in grievance proced-
ures. The companies considered job evaluation an ex-
cellent basis for establishing fair and just rates be-
tween individuals and correcting the inequalities 
that might exist between the various rates for the 
different jobs. The managements also considered the 
17, p. 4. 
* 
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method of job evaluation as an aid in efficient 
management, because, in the process of the evaluation, 
job descri ptions were prepared which could be used as 
an aid in hiring, transfers, and promotions.* 
; 
c. Why Disliked 
Of the 2.5 per cent of the replies to the survey 
that were opposed to job evaluation, the excerpts from 
the letters of these people indicate that they do not 
favor the p rogram in small companies whose job contents 
are continually changing. A few of the letters in-
dicated that the writers did not favor it because 
they feel that it tends to treat employees as machines 
and not as men and they dislike job evaluation for 
this reason. ** 
d. Regarding Unions 
In reality any form of scienti t"ic management 
which affects the workers is only as good as the work-
er thinks it is. That is, no matter how much a plan 
helps the management in its planning and personnel 
techniques, i f it does not meet with the a pproval of 
the workers it is a cause of bad labor relations and 
the subsequent drop in production which might accom-
pany it. In considering any job evaluation program, 
it then becomes of prime importance to consider the 
17, pp. 7-15. 
**17' p. 19. 
* 
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worker's attitude, expressed as an individual and as 
a union member, to this new technique. 
The management's opinion on job evaluation and 
how it affects unions and the worker is best charact-
erized by the excerpts from letters written by top 
management officials about job evaluation.* 
17, pp. 7-21. 
- "Valuable in deal ing with unions and keeping 
any fantastic wage demands within control. 
-Upon acceptance by the union, the plan defines 
bases on which demands for review of the wage 
rates can be made. 
- Helps p revent union negotiatiors from flatten-
ing wage curve. 
-Meets the union's contention that certain 
skills need higher wages. 
- Difficulty in getting unions to understand i _S-- -------
the principle trouble in installing job class.:. . --:-
ification and job evaluation. ·-~ 
Unions approve of it and understand it.· 
Unions are learning that job evaluatio is 
necessary to increase efficiency and satisfacti~n. 
- ---
- --- -
- Unions first opposed job evaluation, then app-
roved it as a tool for setting wages. 
-Management's position can be shown to union as 
a result of analysis. 
- Job evaluation's value is in convincing union 
of management's interest in elimination of em-
ployee frictions because of inaccurate job pricing. 
- Both management and labor should use job evalua-
tion to correct wage inequalities within a spec-
ific industry, a corporation, or the department 
of a plant. 
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- Needed as a guide to control labor and cost. 
- Hope unions will universally accept job eval-
uation as a means of settling all wage issues. 
- Unions will establish their own job evaluation 
if industry does not. 11 
As can be seen from management's opinion concerning 
job evaluation plans, they believe that it will not only help 
management because it gives a basis for management's position 
and a means of justifying their stand but also it will be of 
benefit to unions because it aids them in their objectives of 
a proper scale of rates and equal pay for equal work. Accord-
ing to management, it will only be detrimental to labor in that 
it will stop some of their exorbitant wage demands. Thus, if 
management can show some wage demands would dislocate the whole 
wage structure, the unions would refrain from making these un-
just demands again. The management also believes that job 
evaluation will provide a means for the union to substantiate 
some of their claims and by use of job evaluation they can 
prove that their demands fit into the overall wage picture in 
the plant. 
2. Dartnell Corpora·tion Survey 
The Dartnell Corporation of Chicago recently survey-
ed ninety-six companies and found that all but eight of these 
companies had installed their plan since 1940. Seventy-four 
of these companies used a point system. Also only twelve oi' 
the-se companies were non-union; forty-one did not include the 
plan in their union contracts and forty-three did. ~ighty-two 
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of the companies applied job evaluation not only to the factory 
jobs but also the office force as well. Significant also, all 
but sixteen companies held meetings with their employees and 
most used employee magazines plus bulletins to explain what 
was coming. 
3. National Industrial Conference Board 
A survey made by the National Industrial Conference 
Board covering 3,498 companies of all types showed 59 per cent 
had job evaluation applied to nearly all hourly paid jobs. 
Over one half of these companies applied job evaluation to 
salaried jobs, one third to supervisory jobs, and one eighth 
to executive jobs. Thus the pattern of job evaluation is 
spreading with increased momentum as time elapses. 
XI Cross Survey of General Labor Reactions 
A. General Union Attitudes 
1. Increase of Interest 
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Whereas management seems to be of the almost un-
animous opinion that job evaluation is a helpful technique, the 
workers' attitude to this latest management tool is not consis-
tent or definite, although they are taking an active interest 
in job evaluation techniques. 
The union members and the union leaders are becom-
ing more and more interested in the techniques of modern man-
agement because they realize that they must understand these 
new approaches to the wage question in order to bargain sue-
cessfully with the management representatives. The fact that 
unions themselves have tended to adopt an attitude of toler-
ance toward measures to increase industrial efficiency has led 
many unions to set up departments to study these new management 
* techniques. 
An interview with the local heads of sixty-six unions 
showed that three of these unions were evaluating jobs them-
selves and had their own men with their own job evaluation 
system rating all jobs in order to give the union negotiating 
** committee a talking tool in bargaining with management. 
One union made a survey of its members and found 
that some of them were college graduates and had specialized 
:~8, p. 356. 
39, pp. 10-11. 
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in engineering and management and were unable to find work in 
these fields because of the depression in the 1930's and so 
they took whatever work was available. Even when jobs in 
their fields were available many of these people stayed on as 
factory workers because they were established in the neighbor-
hood, had homes and families, and did not wish to relocate. 
The union took these members and gave them refresher courses 
in their college majors and then had them study the methods 
used by management in their particular plant. In this way, 
the union satisfied itself on the correctness of the methods 
used by management. Other unions obtained people from outside 
their union and established technical departments within the 
national office. An instance of this is the management en-
gineering department set up by the International Ladies Gar-
ment Workers Union.~ 
The present trend seems to be for the unions to have 
au ever increasing amount to say about the operation of the 
various industries. They have taken particular interest in 
many of the various tools of modern management which aid in 
determining wage questions such as job evaluation.** 
A great deal of attention has been focused on job 
evaluation plans by the various unions. They have studied the 
plans both from a theoretical viewpoint and from the actual 
experience of determining how the operation of the plans 
*28 3 6 
** ' p. 5 • 4, p. 284. 
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affected the workers. From this has evolved many conflicting 
opinions. The subject of job evaluation may be too new for 
there to be a uniformity of opinion a@ to the merits or de-
rneri ts of job evaluation among the unions. Incentive \'mges 
have been employed by management for a much longe r period than 
job evaluation and yet even today some unions either prefer 
piecework and other incentive systems while others strongly 
oppose it. 
2. Princeton Surve~ 
In a study made by the Industrial Relations Section 
of Princeton University, it was reported that striking differ-
ences of opinion were revealed throughout the study. The 
differences of opinion were not only between local and inter-
national headquarters of the same union but also among various 
international unions, and even among various officers of the 
* same local. In general, however, opinion at the internation-
al level differed only as to degree of opposition to job eval-
uation. One top union officer indicated that, while he did not 
disagree with the theory of job evaluation, he was of the opin-
ion that in practice it had been harmful in nine cases out of 
ten. 
The research director of another large union ad-
mitted that in at least two or three companies, job evalua-
tion had been successfully applied but qualified his statement~ 
* 1, pp. 76-77. 
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by adding that it was still too early to tell if the plan 
could also be successfully applied to other companies. An-
other union official said that even though the plan adopted 
was an imperfect mechanism, it nevertheless provided an 
eff icient and rational method for accomplishing a desirable 
* objective. 
Though in the minority, there are a few national 
unions which either openly desire job evaluation as the United 
Office and :Professional Vlorkers (CIO), or others such as the 
Paper Mill Workers (AFL); :Pulp, Paper, and Sulphite ~vorkers 
(AFL); Commercial Telegraphers' Union (AFL); and the United 
Steelworkers of America (CIO) which, though not subscribing 
to any general policy for or against job evaluation, have 
** utilized these plans to aid them in collective bargaining. 
3. Pittsburgh Survey 
Another recent study of the union leader's attitudes 
on job evaluation consisted of an interview with either the 
president, business agent, or district representative of all 
sixty-six unions listed in :Pittsburgh, Pennsylvania. These 
attitudes of the middle union leadership were not necessarily 
those published by the front office and written for record, 
but were the a'Gti tudes which vvere formulated in the struggle 
of constant negotiations with management and explanations to 
members. This study further brings forth the point that 
*1, p. 74. 
** 1' pp. 82-83. 
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attitudes are only expressions of underlying f eelings; and 
that the atti t udes held by these labor leaders toward job 
evaluation, whether it be a positive or negative attitude, 
wi ll usually be the same as tho~held toward any other employee 
* relation question. 
B. Worker Comments 
The attitude of many workers to job evaluation was 
reflected in the comments of one shop un ion off icial who spoke 
to management representativesconcerning the program. This was 
at the New York Air Brake Company when the management decided 
to put in a job evaluation system. The union immediately be-
came interested. A union member of a negotiating committee 
** which investigated the job evaluation program said: 
"We don't want anything to do with job evaluation. 
It's just a management device to reduce earnings, and 
furthermore, we firmly believe that only a doctor is 
capable of judging the mentality of a person - -not 
a job analyst or an industrial engineer. 11 
This opinion of a job evaluation program is not only 
held by this union member but it is also the published opinion 
of some of the larger unions. They believe that it is just an-
other method to cheat the worker and they cannot possibly see 
any good materializing from such a program. 
The International Brotherhood of Electrical Workers 
*** (AFL) states: 
* 39' p. 7. 
** 32, p. 169. 
*** 19, p. 22. 
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"It should be significant that all job evaluation, 
piece work, bonus and such plans are conceived in 
the minds of employers and their agents. We have 
yet to learn of any such plan being devised by or 
ori behalf of labor." 
This seems to be the typical stand for publication 
of many head officers in the national unions. The United 
Electrical, Radio, and Machine v'lorkers of America ( CIO) ad-
vise their local unions to refuse to become bound by any 
system which management may use to try to establish job eval-
uation. The national union further advises the local groups 
to omit any mention of job evaluation in the contracts which 
* it negotiates with management. 
C. The National and Internationals Viewpoint 
1. Policy Statemen~s 
Most of the international and national unions either 
do seem to be opposed to job evaluation or else they do not 
have any stated policy on the matter. Some other nat ional 
and international unions which have gone on the record at their 
annual conventions or in their publications as opposing job 
evaluation plans are the Utility Workers Union of America (CIO) 
** and the International Association of Machinists. 
The President of the American Federation of Labor 
has written to the effect that there is nothing truly scientific 
about job evaluation procedures and that collective bargaining 
would provide a vastly sounder basis for proper adjustment of 
=~8, p. 77. 
25, p. 20. 
II* pay in relation to the real worth of the job. 
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This opinion of the American Federation of Labor to-
ward job evaluation was verified in a series of articles in 
their union magazine. The first article implied that the un-
ion was opposed to job evaluation because by means of a com-
plicated system of points, factors, and wage curves, a smoke 
screen was fashioned by management to get around a genuine 
collective bargaining procedure, which would result in fair 
** and realistic wage adjustments. 
Another article by the same author stated that the 
union looked upon job evaluation as a management technique be-
cause it had been conceived, fashioned, and put into practice 
by management without any participation in the process by 
labor representatives. The union also felt that job evalua-
tion confused the workers and prevented them from knowing to 
their satisfaction just what had happened to the rate on their 
particular job. The American Federation of Labor als0 felt 
that job evaluation was a serious threat to effective collec-
*** tive bargaining • . 
2. Threat to Collective Bargaining 
The last idea, namely that job evaluation constitutes 
a threat to effective collective bargaining, appears to be the 
main, general, underlying reason for national and international 
* 22, p. 8. 
** 8 22' p. • 
***23, p. 20. 
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union oi'ficials not accepting job evaluation programs. This 
seems to be something that all of the union leaders are hint-
ing at even though in some instances they do not come right 
out and say so. These leaders visualize the union's role in 
determining wages as disappearing when a job evaluation pro-
gram is installed in a plant. There is the fear present that 
management will evaluate the jobs and then use a labor market 
survey to determine the exact rates for certain key jobs. This 
would also determine the rates on all of the other jobs. If 
this were to be the method used by management, the union's 
bargaining role in wage determination for the plant would be 
substantially diminished, if not com pletely eliminated. 
The director of the Management Engineering Department 
' 
of the International Ladies' Garment Workers' Union also seemed 
to have this fact in mind when he put forth the idea that one 
reason for labor to be skeptical and be opposed to job eval-
uation is because in the past, in some instances, job evalua-
. ... 
tion was used as a substitute for collect~ve bargaining. 
Another union offi cial, the director of research for 
the Textile \vorkers Union of America (CIO) brin g s out the same 
objection by job evaluation and collective bargainin g . He 
states: 
* 
** 
"Job rates are normally developed throug h mutual 
agreements. Many factors play their part in this 
determination. There is not a limited number of 
5, p. 12. 
''*41, p. 24. 
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factors or a fixed graduation of values for each 
factor. Tradition, customary job relationships, 
productivity, supply and demand for specific skills, 
bargaining strength, and job qualifications are con-
stantly interplaying in the final determination of 
a rate structure under collective bargaining. Pres-
sures change with time, new job values develop, and 
new rates are requested. Unions do not want a rigid 
stratified method of appraisin g job values." 
A few of the more recent publications on job evalua-
tion which have been written by men aff iliated 1.11i th management 
have also recognized the fact that labor looks upon j ob evalua-
tion as an infringement on the process of collective bargaining. 
One writer has put forth the idea that the objection by organ-
ized labor to job evaluation as a basis for wage setting is 
that it takes the pressure and bargaining tactics out of the 
union's hands ~nd into the hands of management. The ideas ex-
pressed by this particular writer are in perfect harmony with 
those of the union leaders previously mentioned. It therefore 
appears that management does seem to realize that the union 
leaders feel they are being subjected to the job evaluation 
technique. 
D. Summary of Vi ewpoints 
1. National and Internationals 
All of the views mentioned in this chapter on the 
general outlook of unions to job evaluation point to con-
clusions that the majority of national and international union 
leaders are opposed to job evaluation because they look upon it 
as a means whereby management will do away vlith collective bar-
gaining as a means of wage determination and take upon itself 
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the determination of all wage rates. All opinions expres sed 
b y the national and international union officials point to this 
conclusion. Other points ment ioned a ppear to be secondary to 
thi s main consideration. The actual s peci!·ic objections 
V8iced b y these national and i nternational union leaders (pre-
sented in the next chapter) a ppear to be a means to discredit 
the overall program because of this basic fear of job evalua-
tion re placing collective bargaining. Although a few of these 
specific considerations do seem to be valid, many of them are 
trivial an d g ive the a ppearance of being used only to increase 
the volume of condemnation of job evaluation plans. 
The study made by the Industrial Relations Section 
of Princeton University also stresses the point that most of 
the dissatisfaction exp ressed was directly or indirectly relat-
ed to an inherent fe ar that any management technique that de-
termined wages by a formula would limit collective bargaining.* 
2. Locals 
As stated previously, the so-called "on the line" 
union leaders have varied opinions on the subject of job eval-
uation, some being in f a vor of it and some bein g opposed to it. 
The reason for the contrast of opinion betv1een the 
local and national leaders might be that these local members 
have found th.at job evaluation is not being used to replace 
collective bargaining but in actual practice is being used in 
* 1, p. 74. 
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con junction with the already established bargaining technique. 
Perhaps, too, the local officials are finding out that even 
though job evaluation does give management a base from which 
to negotiate on questions concerning the inequality of wages, 
it also gives the union a sound basis to argue the merits of 
their reasonable demands. 
The national union officials have also expressed the 
idea that a job evaluation system does away with the ability 
to pay concept of wages. The unions often base their demands 
for wages on what they feel the company can afford to pay. 
For instance, a concern in a monopolistic position could 
afford to pay more wages for a certain job than could one in 
a highly competitive industry. The local officials may be dis-
covering that they can still use ·this theory of wages in their 
negotiations even when a company uses an evaluation program 
because, after the evaluation is completed and the labor market 
survey made, the union might still use this idea of wages to 
determine the position of the wage relationship line. 
As previously mentioned, the local officials do not 
have a unanimous opinion on the subject of job evaluation. 
The survey made by the Princetbn University Group i' ound that 
in general, local union officers were not as hostile to the 
idea of a systematic wage determination as were most of the 
national leaders. 'rhe union officials on the local scene did 
not reject the theory of job evaluation but confined most of 
their criticisms to certain malpractices which developed in 
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the administration of va rious programs. The local union would 
not be apt to criticize the theory of job evaluation because 
they do not usually concern themselves with theoretical con-
siderations whereas the national leaders do deal in theory. 
The survey also showed that the local union policies were 
often the result of expediency rather than careful delibera-
tion of the long-run effects of a job evaluation plan. Many 
unions welcomed job evaluation when wage stabilization policies 
were in force since job evaluation was one method of obtaining 
more money for some of the workers. Many of the unions that 
approve of job evaluation are unions which have received substan-
tial payroll increases for their members as a result of its in-
stallation. The local unions seemed more willing to be guided 
by the results of job evaluation where management had not forced 
acceptance of the evaluated results as the absolute determinate 
of wage differentials. When the management had used the results 
of job evaluation a.s the absolute determinate of wage differ-
entials, the unions were in opposition to the plans. * 
In the survey made of the rank and file union lead-
ers on the local scene in Pittsburgh, Pennsylvania, an inter-
esting opinion was ventured.** There were twenty-three craft 
type unions interviewed and none of these unions had used job 
evaluation systems to help them formulate their wage demands. 
* ~' pp. 80-81. 
39, p:p. 9-lO. 
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The idea of these craft unionists is that if an employer were 
to present, wage differential arguments based on job evaluation, 
the craft unions would not even discuss the merits of the 
system and would not even acknowledge it as being a valid tool 
of industrial management. They have this opinion because craft 
unions only bargain for one kind of employee. They are not 
primarily concerned with wage relationships and differentials, 
but rather with the craft minimum. This craft minimum should 
just be a single wage rate in the overall job evaluation pro-
gram of the industry and therefore it would seem that despite 
the results of this reported study, the craft union would have 
to know the companies 1 job evaluation program to enable them 
to find how the company arrived at the base rate for that 
particular craft. 
This survey also reported that thirty-two industrial 
type unions were interviewed and that eighteen of these unions 
reported that they had used job evaluation plans. Of these 
eighteen unions who had used job evaluation programs, the 
overwhelming majority of them felt that formal methods of job 
evaluation are desirable and necessary for modern wage and 
* salary administration. 
This report goes on further to say that job evalua-
tion is useful in reducing grievances and that is one of the 
main reasons that these industrial unions usually encourage 
* 39, pp. 9-10. 
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* the development of a job evaluation program. The unions are 
glad to have fewer 11 jealousy 11 grievances so that they can de-
vote their time to the more important union functions. 
It is interesting to note some of the other varied 
reasons for either approval or disapproval of job evaluation 
** plans by the union leaders. These local leaders say: 
- "Use it only where possible to get wage increases 
or to immediately adjust inequities. 
- It is just another method of watching the employee 
and is there only to benefit the employer and stock-
holder. 
The union ignores it until it hurts the employees, 
and then the union steps in. 
- Idea of job ranking should be used to make differ-
entials more fair. 
- Seems fairest of all. 
- Helps a man to know his job in relation to other 
jobs. 
- In general job evaluation is a pretty good thing. 
- Job evaluation is an intelligent way to iron out 
inequalities; it eliminates a lot of confusion; it 
is a practical solution of the problem. 
- Job evaluation is necessary or else there is no 
basis for rate scales." 
3. Consistency of Surveys 
The Princeton Survey study and the Pittsburgh Survey 
are consistent with one another and with other writings of the 
union leaders. They all bear out the fact that international 
* 39, p. 12. 
** 39, p. 10. 
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and national union officials are worried about job evaluation 
replacing collective bargaining and are therefore opposed to 
any such systems. These two studies also showed that the 
local union officials do not all share the same opinion con-
cerning job evaluation; the majority of them approvEl of the 
system although there are many technical points that they do 
not agree with; there are some local leaders who violently 
oppose the theory and practice of job evaluation. 
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XII ORGArHZED LABOR'S SPECIFIC CRITI CISMS 
A. Explanation 
Having considered the general attitudes of the union 
to job evaluation, the specific considerations will now be ex-
plained. By these specific considerations is meant the factors 
inherent in the plans themselves and in their operation. Many 
of these considerations are a i med against certain methods of 
job evaluation. Some comments center about one particular 
type of the four plans used while others apply to portions of 
the job evaluation program which are prevalent regardless of 
the specific plan used. 
'rhe specific union considerations are those of both 
top unionism and the local un i on leader. The national and 
local leaders have the same specific objections in many in-
stances and therefore there is no need to differentiate the 
comments as to whether they were made by the local or nation-
al union leaders. 
B. Ranking 
1. Steps Between Jobs 
The job ranking method of evaluation in which the 
jobs are simply put in rank from the highest to the lowest has 
been criticized by the unions because after the jobs are rank-
ed, an important consideration is the decision as to whether 
there are any steps between them or if there is a constant 
* difference between jobs. The steps between jobs need not be 
*22, p. 8. 
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equa l as there may be s maller step s a t the bottom of the scale 
and l a rger step s at the top of the scale. For instance, shall 
job number t wo be paid five cents per hour more than job num-
ber one and job number three, five cents per hour more than 
job number t wo; perh~ps job number two should be paid fi ve 
cents per hour more tha n job number one but job number three 
should be paid only four cents per hour more t han job number 
two. This is the ques t ion that bothers the un i on because i t 
is a question left wholly to the judgement of those ran k ing 
the job. 
2. Re liance on Jud gement 
This rankin g method also leaves plenty of latitude 
to man agement on deciding to which step a particular job belongs. 
There is nothing to show why a job belongs at a certa in point 
on the r ankin g scale and the union objects to this method be-
cause only the final result is made public. There are no in-
tervening step s to justify the final result. Too much is left 
to judgement and much de p ends on the quality of the jud gement, 
good or bad, and if it is re a listic and practical or merely 
arbitrary. 
0. Grading 
The grading method consists of the ranking method 
a pplied twice. 'rherefore the union criticism that a pplies 
to the rankin g method also a pp lies to the gradin g method . 
Here agai n, much is left to arbitrary judgement and the 
* judgement is apt to be bad. 
D. Factor Comparison 
1. Factor Ranking 
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The factor comparison method of job evaluation is 
really a combination of the ranking method and the point 
system. It therefore has all of the troublesome aspects 
for the unions that were mentioned under the discussion of 
the ranking method. However, the jobs are only rated once in 
the ranking method but in the factor comparison system they 
are ranked for each factor. It the~efore follows that a 
mistake in the ranking under one factor might be counter-
balanced by a mistake in the ranking under another factor. 
(The unions a ppear to be less critical of the factor com-
parison method of job evaluation than they are o1· other 
methods.) 
If deciding, for instance, upon the money assigned 
to the mental requirements for a carpenter's helper, the 
committee may have already established that a drill press 
operator gets fourteen cents per hour for this factor and 
an assembler gets eleven cents per hour and that both of 
these jobs are key jobs upon which everybody involved in the 
program has agreed. They also agree that the carpenter's 
helper comes between these two positions on this particular 
factor. Whether the job shall be assigned eleven cents per 
*22 8 
' p. • 
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hour or fourteen cents per hour for this mentality factor or 
whether it shall be some value between these two, is generally 
arrived at by collective bargaining especially if the union 
participates on the committee.* 
2. Difficult to Understand 
It is this method of having collective bargaining 
play a large part in this particular job evaluation system 
which seems to make the factor comparison method a more sat-
isfactory method from the union viewpoint. However, some 
union leaders do contend that this factor comparison system 
is too complex to be understood by the workers and that this 
is a bad feature of the plan which does not apply to the rank-
** ing and grading methods. 
E. P oint System 
1. Not Scientific 
The point method of job evaluation which is the most 
widely used method in operation today, is also the most widely 
criticized method. Ferhaps this is because unions are more 
familiar vJ i th this method and have had an excellent opportunity 
to observe this plan in operation and to ma k e cr1 ticisms of it. 
They have not had this opportunity with other· method s ot· job 
evaluation because of the limited number of plants in which 
they have been placed in operation. In many installations 
the setting up of a point plan has tended to put a certain 
* 5, p . 29. 
** 1' p. 75. 
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"scientific" a-spect on the whole program in the eyes of 
# 
management. Labor has not looked upon it as scientifi c be-
cause t hey consider it anything but a scienti f ically accurate 
system. They see nothin g scientific ab out assigning eighty 
p oints to education and f ifty points to experience in eval-
uating a job because they consider all such values are arbitrary 
and have been set u p by a rule of thumb, and that is as much 
## 
as anybody can claim for them. 
The union leaders agree that point system s are to 
some extent a mechanical substitute for judgement but they 
stress that it does not by any means eliminate judgement. 
They p oint out that judgement is necessary to determine such 
things as what are important factors to consider in terms of 
rating working conditions. Judgement has to be used to decide 
whether the job s h ould be rated on noise, glare, clothes spoll-
age, or numerous other items that might affect working con-
di tions. 
2. F oint Weight!rrg 
The problem of the weighting of the points has also 
*** been considered by t he union leaders. Should 50 percent of 
the total points be a pplied to the skil l factor or should 30 
per cen t be used ? Just what portion of the total points should 
be allowed for skill and what to the other factors ~ There is 
*22, p. 8. 
**22' p. 8. 
***5, pp. 22-23. 
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no agreement among the present point systems as to the weight-
ing of the various factors at the present time. The idea has 
also been brought forth by the union leads rs tha -t possibly the 
weighting of the factors should be different in the various de-
partments of the same plant. Most point system installations 
do rate on different factors for the factory jobs as compared 
with the office jobs when both are evaluated. 
Along with this problem of weighting, there is also 
the possibility of an additional unconscious or inadvertent 
* weighting of the factors. This is brought about by assigning 
a ran ge of say one hundred points to the skill factor out of 
the maximum possible total of five hundred points. It would 
therefore appear that the skill factor counts for 20 per cent 
of the total number of points. It may also be said that one 
hundred points are also given for the res p onsibility factor 
which again appears to be 20 per cent of the total number of 
points. This would indicate that the job raters had intention-
ally decided that these two factors were to be counted equally. 
This is a correct assumption. However, in the actual job eval-
uation program installation, the job raters may unintentionally 
change the weighting. The operation of the plan may show that 
the number of points assigned to the skill factor is always 
between seventy-five and one hundred points, which is a range 
distribution of twenty-five points. A study of the plan may 
* 5, p. 26. 
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further indicate that the number of points actually assigned 
to the responsibility factor does vary from zero to one hun-
dred points, which is a range distribution of one hundred 
points. Therefore instead of skill and responsibility be-
ing ranked equal as was the original intention, the actual 
conditions show that the responsibility factor, with the one 
hundred point range, is given four times the weight of the 
skill factor, which only had a range of tv1enty-fi ve points. 
It may also happen that the average number of points 
for skill and responsibility might be different even though 
the range was corrected. It they are to be given equal weight, 
the average number of points assigned to each factor should be 
the same . If this were not the case, it would indicate a de-
ficiency in the plan and the ratings would have to be re-check-
ed. The union leaders are not enthused about point plans because 
of these difficulties that are not evidenced until the plan is 
completely worked out and the jobs have been evaluated. 
3. Measuring Creative Requirements 
The point systems also make it very difficult in 
that jobs involving creative, technical, or original thinking 
are less easily measured and it is difficult to standar dize 
them com pletely under point evaluation plans. The routine 
job descriptions cannot easily contain the information con-
cernin g the sustained mental application required on many jobs.* 
*43, pp. 382-383. 
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One union leader considers that labor should re-
ject the National Me tal Trades Association point plan, which 
is generally the plan p resented to the union by management as 
'"' the one which management intends to install. · The objection 
to this particular point p l an as well as all point plans is 
that assumed, fixed \'Teights are assigned to factors such as 
education, ex perience, etc. The union off icials feel that 
the weights should be determined by C8llective bargaining 
rather than bein g assigned. 
4. Summary of At titudes 
Some union off icials summed up their unions' atti-
tude to the various methods of job evaluation by sayin g that 
if the manage ment's experts were not able to agree on the var-
ious p lans in use, -labor certainly would be unwise if they 
•A-·~ 
acce pted any one of them. Another objector to job evalua-
tion p rog rams came forth with the idea that it is very rarely 
that one single plan of job evaluation will ever serve to 
reach the widely d i f ferent objectives of the p rogram and be-
cause of this they would do damage on some p hase of the in-
*-i<'W 
stallation. It is be cause of this type of reasonin g that 
the union leaders fael that even if a job evaluation program 
helps them in one respect, it is still likely to harm them. 
*31' p. 53. 
** 1' p . 76. 
*** 41, p . 32. 
F. Wa ge Curve 
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1. Dra1,ring the \vage Line 
s previously described with the aid of Chart 2, 
the resul t s of the job evaluation are often p lotted with the 
pay scale as the ordinate and the evaluated job worth as the 
abcissa. The wage relations hip line is then determined and 
added to the graph. On many occasions this line has been 
drawn from the low job to the high job and the other jobs 
paid on this straight line relations hip. As can be readily 
seen, if the lowe st job is raised a few cents in pay, the 
effect v-rill be a chan g e in the line so that the low jobs are 
increa sed while the hi g h ones stay ~bout the sam e~ If the 
hi g h job is raised, the lower jobs will stay about at the 
same level and the hi gher one will be increased. The union 
off ici a ls, n e edless to say, are very interested in just how 
this line is to be drat-vn. 
The union leaders are also ske ptical about having 
this line shmving the relation ship between job value and 
earnings determined by the statistical method of "least 
squares". They point out that just because the line is de-
termined mathemat ically, the re is nothin g sacred or absolute 
about the lina The imp ortant t hing about the line used, 
according to union off i cials, is that the line is to be de-
.. 1-
termined by collective bargainin g . 
After this lin e is drawn, the management authorities 
on the subject ad vise raising the jobs the. t fall beneath the 
* 5' pp. 37-3 9 . 
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line u p to the point of the line and letting jobs that are 
above the trend line remain that way while they are held by 
the present workers. However, the management should try to 
move these over-paid workers into a job which calls for their 
p resent pay. The union's contention is that even thoug h this 
is done these u pward an d downward adjustments usually balance 
each other. Thus, union o f ficials believe that it is made 
very clear that job evaluation is not goin g to increase the 
total payroll but that it is only going to attempt to elimin-
* ate the inequities which appear in it at the present time. 
2. Labor Grades 
The number of labor grades which the com pany plans 
to use is another very i mportant consideration from the union's 
viewpoint. A study must be made to determine not only how 
many jobs will be in each of the labor grades but also how 
many e mployees will fall in each grade. It is possible for the 
management to fix these grades so that a large number of jobs 
employing only a few workers will appear in a high grade where-
as in the next lower grade, immediately adjacent to the high-
er grade, there may be only a few jobs. This would indicate 
that the management was being very generous because they had 
made the dividing line between these two grades in such a way 
that most of the jobs fell in the higher grade. However, a 
close study may show that these many jobs in the high grade 
* 22' p. 9 •. 
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employ but a few workers whereas the few jobs in the low grade 
* employ many \"lorkers. Thus it is possible for management to 
set these g rades so that the dividing line is at the point 
w~ereby many workers will be put in, for instance, pay grade 
six. Yet, if they had been rated one point higher out of the 
poss i ble five-hundred points, they would have been in pay 
grade seven. The union therefore explores this possibility 
and checks on management wherever it has the chance. 
The union leaders prefer to have a rate range within 
each labor grade instead of the single type line payment. 
This rate range allows the workers to get increases for length 
of s·ervice or their increasing skill or some other similar 
factor, even though the worker remains in the same labor grade. 
It is i mportant to the workers to have the exact increment of 
increase within each range decided upon and properly fixed to 
reward them for their advancement. 
The union therefore is interested in the rate that 
is to be paid for the lowest job, the rate that is paid for 
the highest job, the rates that are going to be paid for any 
key jobs along the wage scale, and the size of the labor grades 
and the rate ranges within each grade. 
3. Production Changes 
Some union officials object to job evaluation be-
cause of the effect it has on wages when changes in production 
* 5, p. 36. 
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* are made. The tendency that results from the introducti on 
of improved machinery is that it usually causes a lowerin g in 
the job va lue as determined by the job evaluation program. 
Usually with the introduction of new machinery, the ope rator 
does not have to exhibit the skill on the job that he formerly 
had to show. As a result. of this, the skill factor of the 
evaluation is usually lowered and the total worth of the job 
therefore decreases. 'rhe unions contend that even thoug h the 
skill necessary on the job decreases, the res p onsibility 
factor increases because of the new, valuable equipment being 
used and also because of the increased produc t ion. It is 
therefore the union's contention that even thoug h the skill 
should be down graded, the r esp onsibility should be u pgraded 
making for no change in the final total job value. 
G. Labor Market Survey 
1. Objections to Area Wage Influence 
The one feature which is frequently coupled with 
job evaluation on which all union off icials seem to have the 
same opinion is that they violently oppose the use of a labor 
** market survey. They maintain that job evaluation is con-
cerned with relative job content exclusively and that the p ro-
vision of a base rate from which to determine the wage scale 
will not depend on the labor market wag e survey but will de-
pend on the particular wage theories to which the collective 
* 1, p p . 78-79. 
** 5' p. 12. 
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bargaining parties subscribe. The labor groups have complete-
ly rejected the theory of an area wage in an economy having 
most production organizations serve a national market. 
2. Dependency on Employment Market 
One point concerning labor market surveys which has 
been brought up seems even more i 'undamental than the objections 
mentioned above . This objection to them is because it is felt 
that they result in a vicious circle dependent on the emp loyment 
* market. The interesting question which no one seems to have 
answered concerning these l abor market surveys is who origin-
ally establishes the rates which be come area or community stand-
ards upon which the rates determined by job evaluation are es-
tablished ? If, after a careful system of job evaluation is 
put into effect, and this plan is dependent u p on an area market 
survey, then it can only be as accurate as the prevailing wages 
in the area and these p resumably are as random as the wages in 
the plant being evaluated. 
H. Other Objections 
1. Changing Conditions 
The fact that many job evaluation lnstallations are 
put in at a com pany and then are not kept up to date furnishes 
another reason for unions to object to job evaluation. 'rhe 
jobs are continually chan g ing and the factors p resent in the 
various job s are also chan ging. Therefore if a job evaluation 
* 29, p . 471. 
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system is utilized in a plant, the unions believe that it 
should be continually revised and ~ept up to date. There-
fore, only the plans which change job rates and relation-
ships with new wage trends in the locality are capable of 
being considered satisfactory by the union officials. 
2. Job Content is Not Enou~ 
In its wage deliberations ~·lith management, the us-
ual union policy seems to be that a worker should be paid 
according to the principle or highest skill employed. On 
the other hand, in a job evaluation system, the method used 
to evaluate a job is that of determining the job pattern, 
and considering the relative amounts of the various skills 
ne.cessary in the job. Thus, unions cannot readily agree with 
job evaluation systems for composite jobs because of this 
basic difference of opinion. 
Labor denies the most fundamental assumption of job 
evaluation. This fundamental assumption is that job content 
alone is an adequate measure of the value of a particular job 
and its proper relationship to the values of other jobs. 
Labor contends that other factors such as irregularity of em-
ployment, opportunity for advancement, provisions for vacations, 
rest periods, purchase of tools necessary, and others have a 
direct bearing on the wages that should be paid and these 
factors are not taken into consideration under existing job 
* evaluation systems. 
* 23' p. 21. 
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3. No Substitute for Judgement 
Labor also objects to job evaluation because job 
evaluation attempts to introduce a mechanical substitute for 
practical human judgement. They further contend that no sys-
tem of points an d factors can possibly be applied with the same 
accuracy or results of joint union-management judgement con-
cerning the worth of part i cular jobs. They say that manage-
ment defends the large va riety of job evaluation systems by 
arguing tha·t the different condi tiona found in each plant or 
company call for a particular type evaluation system. The 
labor union ol"f icials say that management does not carry this 
line of reasoning far enough. Labor is of the opinion that 
each individual job also has certain di f ferences and conditions 
and therefore no sin gle series of weighted job characteristics 
can be used for all of the various jobs found in a typical 
* plant. 
4. Evaluation Confuses the Worker 
Labor also objects to job evaluation because it con-
fuses the worker and makes it di f ficult for them to understand 
the wage rate system which is used to determine their wages. 
They resent the whole a pproach of disguising their common 
every day work experience into an alien, new terminology which 
is completly unfamiliar to the workers. The unions are placed 
un der a handicap because the management usually becomes fam-
iliar with the new ideas and terminology and has the plans in 
* 23' p. 21. 
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operation before they are explained to the workers. It also 
places union stewards and other union of!·icials at a disad-
vantage because management has usually mastered the new 
technique before the union re p resentatives have a chance to 
become familiar with the program. No matter whether there is 
a union or not, every worker wants to 11 be in the know" on 
what is going on, and desires to be a member of the team and 
play a part in working out his own future.* 
* 42, p. 341. 
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From the general and specific cons iderations of the 
unions toward job evaluation, an underlyin g idea that seems to 
be present in most of their considerations of any program is 
the fact that they are left out of the program . They believe 
that management has tak en upon itself the sole right to de-
termine wages under a job evaluation p rogram. If the union 
were to be taken into the job evaluation program while it was 
still in the plannin g stage and the system was made a bilateral 
program of union and management , it would appear that unions 
would be more favorable to job evaluation than they are at 
present . 
Unions look upon job evaluation as something that is 
forced upon them and which may re pl a ce collective bargaining 
p rocedures which give labor a voice in the dete r mination of 
wage questions. If the union leaders 1t1ere to be come an in-
tegral part of the job evaluation comm ittee, they should not 
feel that job evaluation was being forced up on them. Also, 
the union would still be helping to formulate the wage policy 
of the plant. 
One of managements objectives in job evaluation is 
to i mprove l abor relations by havin g the p rope r wage rate for 
each job. If they succeed in co rre ctin g the wage situation, 
the workers will be more con tent. Therefore from a man a g e-
ment viewpo i n t it woul d se em highly desirable to ha ve labor 
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help formulate these plans because in this way labor will be 
more content and better labor relations should result. Also 
i n an organization where wages are s e t through collective bar-
gaining, the cost and effort put into job evaluation may be 
'H' 
wasted unless the union is '\villing to accept the findings . 
1. Results of National Industrial Conf'er:ence Board lVleeting 
. t a meeting s ponsored by the National Industrial 
Confe rence Board , management repre s entatives of the Penn -
sylvania Company, IvlcKinsey ~~~/'e llin gton and Company, Atlantic 
Refining Com pany, Kimberly Clark Corpora tion, Socony Vacuum 
Oil Company, General Foods Corporation, and General Electric 
Company were present. The followin g question was asked these 
** management men: 
11 To what ex tent can formal salary plans be used 
when dealin g with labor'?" 
Their answer was: 
"Nearly all companies represented on the panel have 
to deal with organized labor in their salary and 
wage evaluation work . The cons ensus of opinion was 
that if a pproached properly there is no reason why 
organized labor cannot be brought into salary and 
vrage determination problems in a way mutually agreed 
II upon. 
The next question asked to this panel was: 
"Should representatives of employees partic i pate in 
the installation of wage and salary pl ans 'i 11 
Their an s'\ver vms in the affirmative. In all cases 
it was felt that individual em ployees must be permitted direc t-
ly or through their spokesmen , to question the soundness of in-
*~6, p. 710. 
* 40, p. 90. 
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dividual wage values. 
One of the conclusions reached by this survey of top 
management in vari ous in dustries was that all job evaluations 
should be made with the cooperation and a pproval of labor. All 
of the top management personnel who participated in t his sur-
vey stressed . the need of cooperation b etween worker, union, 
and management except one who stated the method should be 
* "secret and a confidential tool of management". In spite of 
this one comment it appears that prog ressive management is 
recognizing the value of having labor participate in job eval -
uation but the degree of participation varies from company to 
company. 
If job evaluation is adminis~ered jointly by union 
and management, it should put an end to many of the critic isms 
voiced by labor. Some union leaders criticize job evaluation · 
because they feel tha t it is a management tool. Naturally a 
plan that it administered unilaterally will have that nota-
tion ~ttached to it and really nothing can be done to remove 
this p revalent idea. However, in a case in which the union 
takes an active part from the beginning and has an actual voice 
in the matter of the installation of the program, the workers 
will not look upon job evaluation as solely a management tool 
and this obstacle to the functioning of the job evaluation pro-
gram will be overcome. 
* 40' p. 16. 
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B. How Joint Participatio~ Dispell~ Fears 
1. Collective ~argaining 
As menti oned previously , the main ob jection to job 
evaluation is the fear in the minds of labor leaders that job 
evaluation will disrupt collective bargaining. This actually 
ties in with the idea tha t it is a management tool and is used 
for the advantage of managem ent to the detriment of labor. How-
ever, if l abo r begins participat ion at the p l annin g stage, t hey 
will be settling issues continually throug hout the installation 
of the p rog ram. They will dete rm ine the type plan, t he factors 
to be used , the wei g htin g of the various factors, and all of 
the othe r considerations whi c h g o into the making of a com-
plete job eva luation p rogram. After the joint d eterminat ion 
of the se p ha ses of the p rog ram, collective bargaining would 
determine the relationship between the arrived at job value 
an d the money that would be paid to that job. They would de -
termine the wag e l ine together. It does not a ppear that a 
union would los e any of i t s prerogatives of collective bar-
gaining under this me thod. It is granted that t he bargaining 
would be kept to a minimum because each job would not have to 
be determined in d ividually. By the p rocess ofcoll e ctive bar-
gain i ng, the conversion of the job value to wages (that is the 
low rate , high rate, number and iofidth of labor grades, an d the 
rate ranges) \V'ould be determined. The in clusi on of the union 
in the plann ing and installation of the job evaluation p rogram 
would certainl y tend to eliminate or at least substantially 
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alleviate t his feelin g that job evaluation 1.Yas being used by 
the management to circumvent wage determination by collective 
bargain ing . 
2. The Four Systems 
a. fu.nking 
In a plant that does not have ajob evaluat ion p ro-
g ram an i n formal rankin g system usually prevails. 
But making it a formal program of job evaluation, 
and naming it as such, tak es the wage question 
out of collective bargaining contend the union 
leaders. They ob j e ct to this formalized ran k ing 
method of job evaluation because too much is 
left to the judgement of the rater and often times 
this judgement is bad. Certainly if the union 
were to play an instrumental part in the rank-
ing of these jobs they would have to admit that 
the judgement was good because they would be 
partly res p onsible for the judgement which de-
termined the rating. By criticising the outcome 
they would be rebuking their own knowledge of the 
jobs. Even if they did not actually help rate 
the j cbs, in a bilateral plan the union officials 
would at least be able to review the ratings and 
make the necessary correct i ons before the plan 
was actually put into effect. By using a joint-
ly administered plan for job evaluation, the 
* 
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union's reasons for disliking the ranking method 
should be eliminated. 
b. Grading 
The judgement factor in the grading method 
was also censured by the union leaders. One 
union s p okesman sai d that too much is left to 
arbitrary judgement and the judgement is apt to 
be bad unless the workers themselves have a chance 
to have their say at every step of' the procedure 
about what that judgement should be. * It a ppears 
then that a bila teral plan from the outset would 
elim i nate the present union objection to the plan 
and make it acce ptable to them • 
. c. Factor Com parison 
22' p. 8. 
The factor comparison method of job evalua-
tion also involves a great deal of judgement. 
The key jobs fi r st have to be determined and the 
rating factors decided upon. If the union can 
have a voice in settling these and evaluating the 
other j obs relative to key j obs it would a ppear 
that the union off icials should be sati sfied with 
the program . 
d. P oin t System 
The unions object to the poin t systems be-
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cause of t heir so called "scientific" method 
which the unions claim is subject to many 
errors by raters. The leaders of these various 
unions would be a little more in favor of these 
systerps if they had more to say in the award-
ing and weighting of the points. They would 
also have a chance to check the actual awarding 
of the points to see if any unintentional weigh~­
ing was being given the factors. In commenting 
on the p oint method of evaluating jobs a spokes-
man for the Am erican Federation of Labor said 
that the point system of job appraisal as well 
as a ll t he o t her systems must acce pt union par-
ticipation throug hout in order to be realistic 
* and equitable. 
C. Trend is Toward Bilateral Job Evaluation 
All of the criticisms of these particular methods of 
job evaluation center on the idea that management has had com-
plete say on the matter of j ob evaluation and it is be~ause of 
this tha t union spokesmen are very critical of the progr_am. 
If union leaders were made a part of the p lanning comm ittee for 
the installation of a job evaluation prog r a m, muc h of this de -
risive attitude 'l.'lould o e eliminated. If the union participates 
in a join tly adminis te red plan , all questions will really be 
set t led b y collective bargaining which is exactly what the 
* 22' p. 9 
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unions desire. This joint participation in the plan then is 
equally desirable from the viewpoint of both union and manage-
ment. 
By union representatives followin g along the whole 
program in the com pany , they will be able to g ive the vJork-
ers a satisfactory explanation of what job evaluation is and 
how it works. Fossibly the reason for the workers not under-
stand i n g the various job evaluation p rogram s now is because the 
shop stewards and other local l eaders have not been adequately 
informed on job evaluation techniques and so they are not able 
to explain what they, the :iselves, do not kn ow. The stewards, 
by being in on the program from the start, are then familiar 
enough with the techniques involved to give practically all of 
the workers a satisfactory answer to any questions they mi ght 
have on the subject. One union official feels that labor 
should not only participate in the p resent plans but should 
have pe ople worl{ing out a plan of job evaluation which the 
* unions can present to employers. 
1. ~rinceton and Pittsburgh Surv~~ 
In the survey made of the local unions in the f itts-
burg h area, six of the sixty-six unions expres sed the idea that 
the institution of a job evaluation plan should be the joint 
res p onsibility of both management and labor. This was not 
asked as a question, but rather the union leaders offered this 
sugge s ti on. These six union leaders evolved this opinion from 
* 31' p. 59 . 
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* the following factors: 
a. "If the union is a party to each step of the 
evaluation program, the unions can better pro-
tect the interests of the membership. 
b. If job evaluation is to be at all successful, it 
must be accepted by the workers, and if the union 
was active in developing the plan it is more 
likely to be accepted. 
c. 'rhe miens should be actively concerned with 
wage differentials and how these differentials 
are determined. The method employed to divide 
the total wage among the various workers should 
be a primary concern of the union. 11 
In the Princeton Survey there was considerable diver-
gence of opinion among the union leaders as to whether or not 
they should participate in job evaluation plans. The majority 
preferred not to participate thereby being able to challenge 
** the rates ins t ead of being responsible for them. 
Another writer on the subject said that no definite 
statement could be made because the area over which the union 
feels it necessary to exercise some control varies with each 
situation, and therefore unions do not indiscriminately seek 
to participate in the formulatlon of 'job evaluation programs 
*** even when managements are very receptive to joint participation. 
Some of the union leaders may be convinced that it 
would be theoretically correct for them to participate in 
joint labor and management evaluation programs but for their 
own sel!" interest, it would not be expedient. That is to say, 
* 39, p. 11. 
** 1, p. 76. 
*** 2' p. 221. 
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a union leader can rarely aftord to combat customs, traditions, 
and jealousies which bulwark most existing occupational wage 
differentials or the political consequences which frequently 
follow as the result of any disturbances of those old a lign-
* ments. 
P ossibly by taking part in a job evaluation program 
the union leaders may find it diffi cult to substantiate some 
of their claims. The leaders are elected representatives of 
the members and therefore the leaders might be likely to find 
it diffi cult to explain some of their actions and still main-
tain the confidence of their constituents. 
In spite of these potential reasons for the union 
leaders n ot desiring to participate, it still seems hi gh ly 
important for the union to participate in the job evaluation 
program. The Princeton survey concludes that the attitudes of 
the unions with which the company is bargainin g has become a 
very important consideration. They further conclude that job 
evaluation in a unionized plant normally works to the greater 
satisfaction of both parties if the basic relationship of the 
evaluation plan to the wage setting is made in the labor agree-
, ** menlj. 
This conclusion by the Princeton survey certa inly 
i mplles that the union should enter into job evaluation pro-
g rams. The l' i ttsburgh s urvey drav-rs no conclusions as to 
whether a unilateral or a bilateral plan is the most desirable. 
* ... :li p . 191. 
' p . 85. 
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As mentioned previously , the survey made by the Sterling Comp-
any showed that all the management replies except one stressed 
the need oi ' coopera.ti on between \'lOrker, union, and management. 
2. Other Indication of Trend 
Anot her study of the automobile, steel rub ber, elec-
trical equipmen ·t, meat packing, and public utility companie s 
discovered t hat in all six industries job evaluation systems 
have been ins tituted in which the union parti cipate s ei ther 
throug h initial negotiations or by challenging manage ment's 
evaluations by the grievance procedure . The automobile, 
rubbe r , a-ad pac k in g house workers are seekin g a more direct 
partic i pation i n the setting of rates by em ploying t he job 
* evaluation system. Itshould be noted that these industries 
are amon g the largest e mployers in the coun try . 
A recent publicat i on has advised having a labor-
management committee, called a joint p roducti on committee , 
set up in each plant which would act in an advisory capacity 
as an ex ploratory, fact finding, evaluating, and plannin g 
committe e . This comm i ttee s h ould have a very wide scope and 
work on direct p roduction p roblems such as disci pline, qua lity 
control, maintenance, work assi gnment, stores, an d tool control; 
on supplemental production problems such as safety, salvage, 
fatigue, and job comfort; an d also on the personal obligations 
** or interes t s of employees. This idea of intentionally g iving 
* 4, pp. 74-80 
** 9' p. 97. 
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the Lmions a voice in management is so new as to be j ust be-
ginning to a p_ear in print . 
Naturally this idea of joint cooperation is consis-
tent with the thesis of havin g job evaluation a bilateral plan. 
1'he joint labor-manageffient cooperation on a job evalua tion pro-
gram does have merit for both parties after the initial obstacle 
of agreein g on a bilateral installation is overcome. In one 
company the union did not 'lt'lant to participate but gradually 
the leaders of the union viere introduced to the plaD and were 
included in the plan. Ultimately the whole prog ram was studied 
ind ependently by the union and presented to the man a gement and 
disagreements were thrashed out . The international vice p res -
ident of the union visited the plan t and gave tacit a pproval 
to the union coope rating in the pl an . The shop contained 350 
dif f erent jobs and the job evalua tion plan ·with revisions has 
* D0\·1 been in effect for almost fifteen years. 
J ob evaluation is still in its infancy and it is 
therefore rather difficult to draw any definite c on clusions 
concerning job evaluation methods . However it is clear from 
the evidence p resented here that the future of job evaluation, 
in order to be successful, has t o be a joint venture of manage-
ment and labor. ' Al l indications point toward this outcome; 
management seems to favor bilateral programs in some form and 
labor is more content with bilateral p rograms than a unilateral 
* 26, pp. 146-147. 
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system. 
A bilateral installation accomplishes some reconc i ling 
of the presen~ divergent opinions of manage ment and labor tovvard 
job evaluation. In other word s, a joint system will still accom-
plish the objectives of job evaluation while being mo re accept-
able to labor at the same time. 
1. _ Horizontal 
XIV FUTURE TRENDS AN D CONCL -SIONS 
A. Job Evaluation is Sp readlQg 
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Job evaluation is increasing at a steady rate and is 
novl encom passing new industries of all types. The exact growth 
is a dif f' icul t thing to measure and this handicap is realized. 
However, there are many positive indications that job evaluation 
is widenin g in scope at a fairly rap id pace. Various surveys 
by both management, and union group s have substantiated this 
fact. In f ormation gathered by United States Government sources 
are indica tive of a growth situation. Also, the increasing in-
terest shown in job evaluation by both l abor and management 
throug h an ever increasing multitude of written articles in-
dicates that t his concept is coming of age and is widely recog-
nized as a factor of discussion by both parties . 
2. Vertical 
By vertical g rowth, is meant the spread of the speci-
fic p rogram from unskilled jobs right to the managerial and ex-
ecutive classification of jobs. This trend has just recently 
come to lig ht. Job evaluation, when it first came into exis-
tence was a pplied only to hour-rated p roduction jobs and was 
not desi gned with supervisory and executive jobs in mind. Re -
cently , however, more and more exe cutive jobs have been p laced 
in the job evaluation prog ram. 
Ev a luation plans for the jobs of supe rvisors and de-
partment head s sometimes includes even the jobs of work manager , 
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thoug h they usually exclude top executive jobs suc h as con-
troller, medical director, an d general sales manager . The 
fact is, th8ug h, that applications of job evaluation to hither-
to exempt jobs are increasing. 
Some of this advance in the use of job evaluation 
can be acc8unted for by the time element. That is, compan -
ies which have a pplied it to hourly jobs in the 1930's have 
long since completed those f i rst a pplications and found them 
of value. With that in mind, they go alon g naturally to in-
elude other jobs. 
However another explanation seems more logical. It 
is very difficult for companies to secure top-grade executives 
so what better way is there to plan for replacements than by 
defining various jobs as is possible throug h job evaluation. 
To labor this point needlessly is not the purpose of 
this paper but it is mentioned only to point u p the great growth 
of job evaluation, both horizontally and vertically. 
B . The Importance of Joint _Participatiog 
1. Job Evaluation is Not Ferfect 
If job evaluation answered dogmatically all the 
objectives it is set u p to do, obviously this paper would not 
have been written. The facts are very frankly that job evalua-
tion in an uncomfortable number of instances has failed and 
failed dismally. The author has studied the subject with an 
end of gaining insight as to why these failures took place 
and \'lhat can be done to alleviate or lessen future failures . 
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Better job evaluation programs are now more im p ortant t han ever 
if only simply due to the fact that job evaluation is now more 
widely em ployed than ever before. 
In this paper, the rudimentary f unctions of job eval-
uation have been analyzed in their basic form. The manage-
ment and union viewpoints have been ex plored in some detail 
and certa in conclusion s reached after careful analysis of the 
data. 
2. Labor Shunned too Often 
It is a pparent from this study that in far too many 
instances labor has literally been subjugated to job evaluation. 
Some managements have s pent great amounts of time and money on 
selecting p lans af eval uation, d ra-vlin g of job descriptions, and 
detail of this ty pe with little thought of trying to gain the 
cooperation of l a bor. While, the im p ortance of the mechanics 
of the system is very i mportant, the success of the plan be-
gins with gainin g initial cooperation of the union in a pprov-
ing the plan. 
3. What Bilateral Installation Accomplishes 
By sincerely sellin g the idea of job evaluation to 
workers and union, the battle is half-won. Unions and work -
ers can be as ked for their help in d rawing u p the system. If 
the union 1r~ill agree to serving on committees, so much the 
better. Howe ver, even if the union refuses to serve on any of 
the committees feelin g that the y would jeopardize their future 
chances to censure the plan, they can still be made to feel 
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that they are not com pletely left out. In such a case, manage-
ment might in f orm the union and workers of progress on the in-
stallation of the plan and how it will eff ect them. 
Many inept and short-sighted managements have worked 
out in g reat detail a job evaluation system, coverin g all the 
technicalities, but have neglected just one detail - namely 
getting acceptance from labor on the idea. 
With a bilateral inception of job evalua tion, many of 
these future general and s pecific c omplaints as outlined in this 
paper will not a ppear sin ce the plan is as much t he work of 
labor as of management. 
This concept of joint participation is not meant to 
be taken as a cure-all for future job evaluation ills. It is, 
however , the mo st important step in settin g up a job evaluation 
p rog ram. This factor, which is basically one of human relations, 
has been overlooked too often by other"'..,. ise compe tent managements. 
The extent and nature of union participation is, of 
cours E , s t rict l y up to management . Union participat ion should 
be l ooked u pon not so much a s a negative expedient but as a 
positive opportuni ty to acq uire all viewp oints on the develop-
ment of the p l an . The workers kn ow a g reat d eal more about their 
jobs than wil l ever be discovered by off ice analysts . Also, 
Y.Ihen a union rep r e s entat ive is put t o work on a management 
p roblem, he is apt to find that management kn ow mo re about its 
work than labor has g iven it credit for. Thus , briefly, a 
worker can con tribut e real facts and he will come to believe 
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in the p lan he has helped to create. 
This aid can also be a scrurce of strength in time of 
trouble. Somewhere someone has to do a lot of explaining to 
individuals or to s mall groups as to why one job rate and not 
another is to b e increased . If the shopstewards are prepared 
to cope with this du ·ty, it is probable that i ·ii can be accom-
plished with a .minimum of friction. If management is afraid 
of losin g some of its prerogatives it should realize that the 
final ste p of rate setting is definitely included or i mrli ed 
i :n all defi n itions of collective bargaining . Thus, an unsatis-
factory wage rate must sooner or later come out in the open 
and hence might better be barga ined over as part of an order-
ly plan, rather than as an is olated grievance . 
Of course, some unions may prefer to have many griev-
ances in which case they will be against any form of job eval-
uation, but it is inconceivamle that unions of intelligent 
workers wil l persist in such manner for a long period of time. 
They will hear of better ways in other p l ants and will demand 
a more constr uctive leadership. Ac tually there are bound to 
be some grievances des pite the best management because of in-
tangibles in human relations that defy any prearrang ed system. 
However, job evaluation s houl d point the way to a just decision 
in such grievance hearings . 
It is of in t ere st to note that even some of the 
p ioneers of j ob eva luation have sugge sted a bilateral plan. 
Coopera t ive effor t between managem ent and labor throug h the 
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medium of job evaluation can tend to quiet v:age discontent 
* for the benefit of both parties. So reasoned Eugene Benge , 
one of the f oremost leaders in this field of study . With 
t he continuing promulgation on the part of management of this 
principle, the future will a ppear brighter for successful job 
evaluation operat ion. 
* 3, p . 174. 
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